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What Would You Do? 


: What Would You Do? 


| When Jessica took over the department, she turned to Mary, her mentor and boss, for support. 
: On several occasions, Jessica asked Mary where she saw the department going. Each time Mary 
would make a vague comment or suggestion and then turn the question around, and ask her 

| —"Where do you see the department going?" 


Jessica became increasingly frustrated with this response. 


: Mary was the boss, the person with the grand vision. Why wouldn't she tell Jessica what she was 
: supposed to be doing? 


2 What would you do? 


: Mary is purposefully being vague and not answering Jessica's question because it's Jessica's job, 
as a new leader, to create the vision and direction for her department. 


; Jessica needs to think about where she sees her group going, what it will take to get there, and 

how this fits into the company's overall strategy. The vision that Jessica arrives at will be her l 
_ most important motivational tool, and will help her to align resources and to keep people focused | 
: on the tasks at hand. 


: In this topic, you'll understand what makes an effective leader, as well as learn how to create a 
vision and motivate others to do their best. 


As a leader, it's your job to craft your team's vision — and then motivate team members to attain that 
vision. But where do you begin? 


Topic Objectives 


This topic helps you: 


e Distinguish between managing and leading 
e Recognize the skills and characteristics of leaders 
e Understand that leaders use different styles 
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e Create an inspiring vision and align people to achieve it 
e Understand what motivates people, and how to foster an inspiring work environment 
e Learn techniques for energizing problem employees 


Key Idea: Managing versus leading 


Key Idea 


2 A common misconception about leadership is that it's the province of a chosen few. Some think 
that it's just a matter of possessing certain quasi-mystical traits — like charisma and vision — 
; which you either have or you don't. 


The fact of the matter is that leadership skills are not innate. They can be acquired and honed. 


: In order to understand what leaders do, it is important to understand the difference between 
_ management and leadership. They are two distinct and complementary systems of action. 


2 Management involves coping with complexity; leadership, coping with change. 


: Managing requires bringing order and predictability to a situation, while leading requires adapting 
to changing circumstances — an increasingly important skill in today's volatile and competitive 

; business environment. As such, the work of management is significantly different from the work 
_ of leadership. 


For example, while managing requires planning and budgeting skills, leading requires the ability to 
set direction. Organizing and staffing are management tasks, whereas aligning people falls under 
; the domain of leadership. Finally, while managing concerns controlling and problem solving, 
leading is about motivating and inspiring a team. 


Leadership skills aren't innate; they can be acquired and honed. What is the difference between a 
leader and a manager? 


Leadership Insight: Coolness under fire 


On my first day on the job as Harvard's Vice Provost for International Affairs, | didn't know what 
to do, because Harvard had never had a vice provost. But on the twelfth day, | realized what the 
; job was. War began in the Middle East, Israel bombed Lebanon, and | had to ask myself the 
question, "Do we have anybody there? And if so, what do we do?" The answer, Harvard being a 
: very decentralized organization, is, "We have no idea whether we have anybody in Lebanon or, 
for that matter, in almost any other country in the world." We began to discover, almost retail, 
one by one, that in the end we had 47 Harvard affiliated people in Lebanon. 


The question then became specifically, "And so what?" So the first decision — and it had to be 
| made just like that, because there is a war going on — is, "Yes, we will try to evacuate each and 
_ every Harvard affiliate who is there. We will evacuate our people." 


: The second question — just as instantaneous because there's a war going on — "Who are our 
: people?" Not only those 47, but many of them were there with others. They were with spouses. 
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| They were with kids. 


So we had to make a series of decisions and we had to make them quickly, that we would 
evacuate them with their spouses. And we would evacuate them with their partners, if they had 
; them there. Then, the next obvious question is "Well then, who is a partner?" Well, there's a war 
going on, you're being shot at, a partner is whoever you tell me is your partner. 


: We also had to make some decisions about, "Who is not part of the 'we'?" So we evacuated 
spouses, partners, and children, but not parents. And then, of course, we had to actually carry 
: out the evacuation. We had a subcontractor. The next part of the "we" was, "Do we just 
evacuate people who are returning to the U.S., but not the Lebanese?" 


2 And the answer was, "The Lebanese, of course, we're taking them from home, but they too are 
| part of Harvard University." | discovered that Harvard really was a global enterprise and that the 
_ key question is to realize that Harvard is wherever its people are. 


: That's what makes each and every one of us who works for Harvard valued individually and what 
makes Harvard the organization that it wants to be. 


Leaders set the direction during times of change and align people towards goals. 


Jorge Dominguez 
Vice Provost, International Affairs, Harvard University 


Jorge |. Dominguez serves many roles at Harvard University. He is 
Antonio Madero Professor of Mexican and Latin American Politics and 
Economics, Vice Provost for International Affairs, Senior Advisor for 
International Studies to the Dean of the Faculty of Arts and Sciences, 
and Chairman of the Harvard Academy for International and Area 
Studies. 


He has authored and coauthored various titles including "Consolidating 
Mexico's Democracy: The 2006 Presidential Campaign in Comparative 

Perspective," "The Construction of Democracy: Lessons from Practice 
and Research," and "Between Compliance and Conflict: East Asia, Latin 
America, and the 'New' Pax Americana." 


A past President of the Latin American Studies Association and a past 
Board Chairman of the Latin American Scholarship Program of American 
Universities, Jorge currently serves on the Editorial Boards of Political 
Science Quarterly, Latin American Research Review, Foreign Affairs en 
espanol, Cuban Studies, Foro internacional, and Istor, and is a 
Contributing Editor to Foreign Policy. He was Series Editor for the 
Peabody Award-winning Public Broadcasting System television series, 
Crisis in Central America. 


His current research focuses on the international relations and domestic 
politics of Latin American countries. 


Planning and budgeting versus setting a direction 
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The aim of management is to obtain well-defined, orderly results. Therefore, managers engaged in the 
planning and budgeting process typically: 


e Craft specific targets or goals for the future (typically short-term) 
e Establish detailed steps for achieving the desired targets 
e Allocate the resources required to accomplish them 


On the other hand, leadership's function is to enable change. Setting the direction for that change is of 
paramount importance. While there's nothing magical about this kind of work, it is more inductive and 
intuitive than planning and budgeting, and does not result in detailed plans. Setting a direction for 
change requires leaders to: 


e Gather a range of data and look for patterns, relationship, and linkages 
e Develop a vision of the future (often the distant future) 
e Craft the strategies necessary for achieving that vision 


Organizing and staffing versus aligning people 


The definition of leadership is to have inspired, energized followers. 
-Warren G. Bennis 


Organizing is a management process that, at its core, involves creating systems that enable people to 
implement plans as precisely and efficiently as possible. The processes of organizing and staffing 
require managers to: 


e Choose a job hierarchy and justify reporting relationships 
e Staff the positions with the appropriate people 

e Provide training for those who need it 

e Communicate plans to the workforce 

e Decide how much authority to delegate, and to whom 


The organizing and staffing processes critical to effective management illustrate the complex problem 
of designing a well-functioning system. However, its leadership counterpart, aligning people, is not a 
design issue, but rather a communications challenge. 


To align people to a vision, a leader must: 


e Solicit input and discussion from a wide range of people 
e Help people to comprehend a vision of an alternative future 
e Get them to believe in and become energized by this vision once it is understood 


While organizing people to fulfill a short-term plan is difficult, getting a large number of people from 
inside and outside the company first to believe in an alternative future, and then to take initiatives 
based on this shared vision, is often even more challenging. 


Controlling and problem solving versus motivating and inspiring 
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Processes like controlling activities and solving problems are mechanisms managers put in place to 
make it easy for people to complete their daily jobs. Managers use these processes to: 


e Efficiently compare the behavior of the system they've organized and staffed with the original 
plan and budget 

e If the comparison reveals a divergence from the original course, take the corrective actions 
necessary to get the plan back on track 


The leadership processes of motivating and inspiring are quite different. Motivating and inspiring 
energizes people not by pushing or pulling them in the right direction, but by satisfying basic human 
needs for achievement — a sense of belonging, recognition, self-esteem, and having control over one's 
life. 


Effective leaders motivate in a variety of ways. 
For example, they: 


e Articulate a vision in a manner that stresses the values of their audience 

e Involve people in deciding how to achieve the shared vision 

e Support employees' efforts to realize the vision by providing coaching, feedback, and role 
modeling 

e Recognize and reward success 


Management skills are essential. But in response to an ever-changing economic and social marketplace, 
managers are increasingly being called upon to be leaders as well. As a result, the ability to lead — that 
is, identify a vision, align people to it, and motivate them to achieve it — has become even more 
critical for today's managers. 


Activity: Is it management or leadership? 


Management and leadership are two distinct and complementary systems of action. Identifying the 
differences between their components will help you understand each system. 


: Decide which of the following actions show management and which ones show leadership. 


: Establish detailed steps for achieving the desired targets 


Management 


Correct choice. Establishing detailed steps for achieving the desired targets is a 
management activity that takes place during the planning and budgeting process. This 
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activity is consistent with the aim of management: to obtain well-defined, orderly results. 
Leadership 
Not the best choice. Establishing detailed steps for achieving the desired targets is a 
management activity that takes place during the planning and budgeting process. This 
activity is consistent with the aim of management: to obtain well-defined, orderly results. 


: Allocate the resources required to accomplish desired targets 


Management 


Correct choice. Allocating the resources required to accomplish desired targets is a 
management activity that takes place during the planning and budgeting process. This 
activity is consistent with the aim of management: to obtain well-defined, orderly results. 


Leadership 
Not the best choice. Allocating the resources required to accomplish desired targets is a 


management activity that takes place during the planning and budgeting process. This 
activity is consistent with the aim of management: to obtain well-defined, orderly results. 


Gather a range of data and look for patterns, relationship, and linkages 


Management 


Not the best choice. One of leadership's key functions is to set a direction for change. 


Setting a direction for change requires leaders to gather a wide range of data and look 
for patterns, relationships, and linkages. 


Leadership 


Correct choice. One of leadership's key functions is to set a direction for change. Setting 


a direction for change requires leaders to gather a wide range of data and look for 
patterns, relationships, and linkages. 


7 Choose a job hierarchy and justify reporting relationships 


Management 
Correct choice. 


Organizing and staffing are management processes that involve creating systems that 
enable people to implement plans as precisely and efficiently as possible. One key 


component of the staffing process is choosing a job hierarchy and justifying reporting 
relationships. 


Leadership 
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Not the best choice. Organizing and staffing are management processes that involve 
creating systems that enable people to implement plans as precisely and efficiently as 


possible. One key component of the staffing process is choosing a job hierarchy and 
justifying reporting relationships. 


i Solicit input and discussion from a wide range of people 


Management 


Not the best choice. Aligning people falls under the domain of leadership, not 
management. To align people to a vision, a leader must solicit input and discussion from a 
wide range of people, help them to comprehend a vision of an alternative future, and get 
them to believe in and become energized by this vision. 


Leadership 


Correct choice. Aligning people falls under the domain of leadership, not management. To 
align people to a vision, a leader must solicit input and discussion from a wide range of 
people, help them to comprehend a vision of an alternative future, and get them to 
believe in and become energized by this vision. 


Decide on how much authority to delegate, and to whom 


Management 


Correct choice. Making decisions about how much authority to delegate, and whom to 
delegate the authority to is a management task. Delegation forms part of a manager's 
organizing and staffing function, which at its core involves creating systems that enable 
people to implement plans as precisely and efficiently as possible. 


Leadership 
Not the best choice. Making decisions about how much authority to delegate, and whom 
to delegate the authority to is a management task. Delegation forms part of a manager's 


organizing and staffing function, which at its core involves creating systems that enable 
people to implement plans as precisely and efficiently as possible. 


Recognize and reward success 


Management 


Not the best choice. Recognizing and rewarding success form part of the leadership 
process of motivating and inspiring. Motivating and inspiring energizes people not by 


pushing or pulling them in the right direction, but by satisfying basic human needs for 
achievement. 


Leadership 
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Correct choice. Recognizing and rewarding success form part of the leadership process of 
motivating and inspiring. Motivating and inspiring energizes people not by pushing or 
pulling them in the right direction, but by satisfying basic human needs for achievement. 


Support employees' efforts to realize the vision by providing coaching, feedback, and role 
: modeling 


Management 


Not the best choice. Motivating and inspiring are components of leadership. While a 
manager might control activities or solve problems, leaders must energize people by 


satisfying basic human needs for achievement by providing coaching, feedback, and role 
modeling. 


Leadership 


Correct choice. Motivating and inspiring are components of leadership. While a manager 
might control activities or solve problems, leaders must energize people by satisfying 
basic human needs for achievement by providing coaching, feedback, and role modeling. 


: Efficiently compare the behavior of the system they've organized and staffed with the original 
| plan and budget 


Management 


Correct choice. Being able to efficiently compare a system they've organized to its 
original intended parameters is an important management task. To make such analysis 
possible, managers use processes like controlling activities and solving problems. 


Leadership 


Not the best choice. Being able to efficiently compare a system they've organized to its 
original intended parameters is an important management task. To make such analysis 
possible, managers use processes like controlling activities and solving problems. 


If the comparison reveals a divergence from the original course, take the corrective actions 
; necessary to get the plan back on track 


Management 


Correct choice. A major component of the work of management is to devise processes to 
make it easy for people to complete their daily jobs. Managers use processes like 
controlling activities and problem solving to reach this goal. In contrast, the work of 


leadership is to set direction, align people to a vision, and motivate these people to 
achieve it. 


Leadership 
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Not the best choice. A major component of the work of management is to devise 
processes to make it easy for people to complete their daily jobs. Managers use 
processes like controlling activities and problem solving to reach this goal. In contrast, 
the work of leadership is to set direction, align people to a vision, and motivate these 
people to achieve it. 


In the past, leaders generally knew they were invested with formal authority. As such, their directives 
carried organizational weight. Today's organizations are flatter and less hierarchical. Many leaders now 
do not have formal authority and, even if they do, find it is not particularly useful. Instead, they 
recognize that leading requires the mastery of certain skills, all of which can be learned and developed. 


Successful leadership requires strong: 


e Communication skills: To speak and write persuasively 

e Interpersonal skills: To listen and hear what people are saying and react in constructive ways 
(active listening) 

e Conflict-resolution skills: To handle friction and inevitable tensions 

e Negotiation skills: To bring different groups together in order to reach mutually agreeable goals 

e Motivational skills: To align people who may not report to you toward a goal 


Emotional intelligence capabilities 


In addition to mastering certain concrete skills, effective leaders generally share a cluster of essential 
characteristics. These characteristics can be categorized as components of emotional intelligence—the 
ability to manage yourself and your relationships effectively. Research has shown that what 
distinguishes outstanding leaders is their degree of emotional intelligence, not their technical or 
analytical skills. Five key components of emotional intelligence (El) are: 


e Self-awareness: The ability to recognize and understand your moods, emotions, and drives as 
well as their effect on others 

e Self-regulation: The ability to control or redirect disruptive impulses and moods, suspend 
judgment, and think before acting 
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e Motivation: The ability to pursue goals with energy and persistence, for reasons that go beyond 
money or status 

e Empathy: The ability to understand people's emotional makeup 

e Social skill: The ability to manage relationships, build networks, and find common ground 


Leadership Insight: Leading on a grand scale 


: | had the good fortune last year to be involved in the development and editing of an incredible 
book, which was the secret memoir of Zhao Ziyang who had been the leader of China. He was the 
; ruler of the country in 1989. During Tiananmen, he is the man who tried but failed ultimately to į 
stop the Tiananmen Massacre. He recorded 30 hours of tape secretly while he was under house — 
| arrest after 1989. It was smuggled out of the country and a colleague and | turned it into a book | 
last year. So during the process | really got inside Zhao's head and learned a lot about him and 
: what made him a great leader. 


While he failed in 1989 to stop the violent putdown of the peaceful protest in Beijing, he had 

; succeeded incredibly in the years before that in bringing the early roots of economic reform to 
China. So the China that we think of today, this incredible economic juggernaut, this incredible 
export machine, he really planted the seeds for that when he was a provincial leader. 


So going through that and looking at his experience, | kind of drew from it a few lessons that | 

_ think he offers to leaders and managers. And number one was experimentation. In Russia — 
when the Soviet Union fell apart and Russia was trying to reform that economy, they tried to do 
: it all at once. They tried shock therapy and it failed miserably. It was too much for the system to 
: handle. 


What Zhao had done as a provincial leader in Sichuan province, in Guangdong province, was 
pioneer some reforms locally that could be observed, could be tested, and you sort of look for 
- early wins and if they succeed, then you can adopt them nationally. And he did just that, some 
ideas that let peasants grow some extra grain for themselves after they had met their state 

: quotas. 


And this kind of minor tweaking of the old Maoist system really worked and people's living : 
_ standards increased, production increased and he didn't have to put the entire nation at risk with | 
a big experiment. Rather they tested things locally, they worked and they were adopted 
; elsewhere. So that's number one. 


Second lesson from studying Zhao is how important it is to get buy in and to get buy in from 

; everyone, from your friends as well as your foes. Zhao was in a complicated position trying to 
reform a Maoist economy and dealing with colleagues, some of whom were still Maoists, who 

didn't see anything wrong with the previous system. 


: Zhao's goal was to modernize the economy, but he understood that to bring everybody along he 
; had to be very cognizant of what their arguments were, what their objections were, and even 
| the language that they used. 


For example, he didn't say we should develop a capitalist economy or even a market economy, 
he talked about developing a commodity economy, which is sort of a code word it turned out for 
: a market capitalist style system, but it was in the language that the skeptics could accept and 

- enabled him to go forward. 


http://gwiz4.gene.com/groups/Humres/development/managementor/20 | lmanagementor/leading_and_motivating/print_topic.html 12/67 


9/7/2016 Leading and Motivating 
And the third lesson that | draw from Zhao is to be open to change. | mean he was a lifelong 
communist party technocrat. That was the only professional life he knew. And at a certain point 
; when the facts suggested that the system wasn't working, that the system needed to change, 
he was able to pivot. He sort of looked objectively at things. 


It is very difficult when you have staked your life based on a certain sustaining myth to suddenly 
: say, OK, it's really time to make a dramatic change. So in the book, those are really the three 
lessons that Zhao's life sort of leaves to us. Again even though he failed to stop the Tiananmen 
Massacre in the '80s, he really did deliver kind of the seeds of economic reform that continue 

: today. 


And again the lessons are gradualism, experimentation, getting buy in, and being willing to 
| switch when you realize things are not going the way you had planned. 


To lead large-scale change, move gradually, experiment, get buy-in, and adapt to shifting conditions. 


Adi Ignatius 
Editor-In-Chief, Harvard Business Review 


Adi Ignatius is the Editor-in-Chief of Harvard Business Review. Founded 
in 1922, Harvard Business Review sees its goal as providing required 
reading for business and organizational leaders around the world. 


Previously, Adi was the Deputy Managing Editor at Time magazine, 
where he was responsible for many of Time’s special editions, including 
the Person of the Year and Time 100 franchises. As Executive Editor of 
Time, beginning in 2002, he was responsible for the magazine’s 
business and international coverage. 


Prior to joining Time in 1996, Adi worked for 13 years at the Wall 
Street Journal, serving as the newspaper’s bureau chief in Beijing, 
where his work was nominated for a Pulitzer Prize. 


He was awarded a Zuckerman Fellowship at Columbia University’s School 
of International and Public Affairs in 1990. He received his Bachelor of 
Arts in History from Haverford College. He is a member of the Council 
on Foreign Relations and the Asia Society. 


Activity: Assess your emotional intelligence 


Effective managers embody the five essential components that make up emotional intelligence; 
empathy, social skill, self-awareness, self-regulation, and motivation. Do any of these qualities describe 
you? Rate yourself. 


How accurately does the following statement describe you? 


| have expertise in building and leading teams. 


Doesn't describe me at all 
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You may want to spend more time focusing on your social skills, such as: building 
relationships, finding common ground with people, and managing teams. This is not to 
suggest that you don't do these things. However, if you want to balance out your El 
capabilities, you may want to concentrate more on this area. 


Describes me somewhat 


This is an indicator of social skills. Socially skilled individuals possess some of the 
following characteristics: they are good at building relationships; they find common 
ground with people of all kinds; they are persuasive; and they are adept at managing 
teams. 


Describes me perfectly 


This is an indicator of social skills. Socially skilled individuals possess some of the 
following characteristics: they are good at building relationships; they find common 
ground with people of all kinds; they are persuasive; and they are adept at managing 
teams. 


: How accurately does the following statement describe you? 


| have a knack for finding common ground with others. 


Doesn't describe me at all 


You may want to spend more time focusing on your social skills, such as: building 
relationships, finding common ground with people, and managing teams. This is not to 
suggest that you don't do these things. However, if you want to balance out your El 
capabilities, you may want to concentrate more on this area. 


Describes me somewhat 


This is an indicator of social skills. Socially skilled individuals possess some of the 
following characteristics: they are good at building relationships; they find common 
ground with people of all kinds; they are persuasive; and they are adept at managing 
teams. 


Describes me perfectly 


This is an indicator of social skills. Socially skilled individuals possess some of the 
following characteristics: they are good at building relationships; they find common 
ground with people of all kinds; they are persuasive; and they are adept at managing 
teams. 


i How accurately does the following statement describe you? 


: | am self-confident. 


Doesn't describe me at all 


You may want to spend more time focusing on your self-awareness skills, such as: better 
assessing your moods and emotions, realistically understanding your strengths and 
limitations, and owning up to failure when it happens. This is not to suggest that you 
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don't do these things. However, if you want to balance out your El capabilities, you may 
want to concentrate more on this area. 


Describes me somewhat 


This is a characteristic of a self-aware person. Self-aware people possess some of the 
following characteristics: they are self-confident; they have an ability to assess 
themselves realistically—they understand their strengths and limitations; they can admit 
failure; and, at times, they have a self-deprecating sense of humor. 


Describes me perfectly 


This is a characteristic of a self-aware person. Self-aware people possess some of the 
following characteristics: they are self-confident; they have an ability to assess 
themselves realistically—they understand their strengths and limitations; they can admit 
failure; and, at times, they have a self-deprecating sense of humor. 


: How accurately does the following statement describe you? 


: | have expertise in coaching and retaining talented people. 


Doesn't describe me at all 


You may want to spend more time focusing on your empathy skills, such as: being more 
sensitive to people's emotions and feelings, being more open to different points of view, 
and better understanding cultural and ethnic differences. This is not to suggest that you 
don't do these things. However, if you want to balance out your El capabilities, you may 
want to concentrate more on this area. 


Describes me somewhat 


This is a quality of an empathetic person. Empathetic people possess some of the 
following characteristics: they are sensitive to people's feelings and emotions; they are 
open to different points of view; and they understand cultural and ethnic differences. 


Describes me perfectly 


This is a quality of an empathetic person. Empathetic people possess some of the 
following characteristics: they are sensitive to people's feelings and emotions; they are 
open to different points of view; and they understand cultural and ethnic differences. 


How accurately does the following statement describe you? 


| am in control of my feelings and impulses. 


Doesn't describe me at all 


You may want to spend more time focusing on your self-regulation skills, such as: 
controlling your feelings and impulses, creating an environment of fairness and being 
more open to ambiguity and change. This is not to suggest that you don't do these 
things. However, if you want to balance out your El capabilities, you may want to 
concentrate more on this area. 
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Describes me somewhat 


This is characteristic of a self-regulated person. Self-regulated people possess some of 
the following characteristics: they are trustworthy and have integrity; they are in control 
of their feelings and impulses; they create an environment of fairness; they are 
comfortable with ambiguity and open to change. 


Describes me perfectly 


This is characteristic of a self-regulated person. Self-regulated people possess some of 
the following characteristics: they are trustworthy and have integrity; they are in control 
of their feelings and impulses; they create an environment of fairness; they are 
comfortable with ambiguity and open to change. 


, How accurately does the following statement describe you? 


: | constantly try to improve. 


Doesn't describe me at all 


You may want to spend more time focusing on your motivation skills, such as: finding 
more passion in your work, pursuing goals with more energy and persistence; taking on 
more challenges and being optimistic even in the face of failure. This is not to suggest 
that you don't do these things. However, if you want to balance out your El capabilities, 
you may want to concentrate more on this area. 


Describes me somewhat 


This is characteristic of someone with motivation. Motivated people possess some of the 
following characteristics: they have a strong desire to achieve; they like challenges; they 
love to learn; they take pride in a job well done; they constantly try to improve; and they 
are optimistic even in the face of failure. 


Describes me perfectly 


This is characteristic of someone with motivation. Motivated people possess some of the 
following characteristics: they have a strong desire to achieve; they like challenges; they 
love to learn; they take pride in a job well done; they constantly try to improve; and they 
are optimistic even in the face of failure. 


: How accurately does the following statement describe you? 


2 | know when to ask for help. 


Doesn't describe me at all 


You may want to spend more time focusing on your self-awareness skills, such as: better 
assessing your moods and emotions, realistically understanding your strengths and 
limitations, and owning up to failure when it happens. This is not to suggest that you 
don't do these things. However, if you want to balance out your El capabilities, you may 
want to concentrate more on this area. 


Describes me somewhat 
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This is a characteristic of a self-aware person. Self-aware people possess some of the 
following characteristics: they are self-confident; they have an ability to assess 
themselves realistically—they understand their strengths and limitations; they can admit 
failure; and, at times, they have a self-deprecating sense of humor. 


Describes me perfectly 


This is a characteristic of a self-aware person. Self-aware people possess some of the 
following characteristics: they are self-confident; they have an ability to assess 
themselves realistically—they understand their strengths and limitations; they can admit 
failure; and, at times, they have a self-deprecating sense of humor. 


7 How accurately does the following statement describe you? 


| am sensitive to cross-cultural differences. 


Doesn't describe me at all 


You may want to spend more time focusing on your empathy skills, such as: being more 
sensitive to people's emotions and feelings, being more open to different points of view, 
and better understanding cultural and ethnic differences. This is not to suggest that you 
don't do these things. However, if you want to balance out your El capabilities, you may 
want to concentrate more on this area. 


Describes me somewhat 


This is a quality of an empathetic person. Empathetic people possess some of the 
following characteristics: they are sensitive to people's feelings and emotions; they are 
open to different points of view; and they understand cultural and ethnic differences. 


Describes me perfectly 


This is a quality of an empathetic person. Empathetic people possess some of the 
following characteristics: they are sensitive to people's feelings and emotions; they are 
open to different points of view; and they understand cultural and ethnic differences. 


How accurately does the following statement describe you? 


: | have a strong drive to achieve. 


Doesn't describe me at all 


You may want to spend more time focusing on your motivation skills, such as: finding 
more passion in your work, pursuing goals with more energy and persistence; taking on 
more challenges and being optimistic even in the face of failure. This is not to suggest 
that you don't do these things. However, if you want to balance out your El capabilities, 
you may want to concentrate more on this area. 


Describes me somewhat 


This is characteristic of someone with motivation. Motivated people possess some of the 
following characteristics: they have a strong desire to achieve; they like challenges; they 
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love to learn; they take pride in a job well done; they constantly try to improve; and they 
are optimistic even in the face of failure. 


Describes me perfectly 


This is characteristic of someone with motivation. Motivated people possess some of the 
following characteristics: they have a strong desire to achieve; they like challenges; they 
love to learn; they take pride in a job well done; they constantly try to improve; and they 
are optimistic even in the face of failure. 


: How accurately does the following statement describe you? 


: | am trustworthy. 


Doesn't describe me at all 


You may want to spend more time focusing on your self-regulation skills, such as: 
controlling your feelings and impulses, creating an environment of fairness and being 
more open to ambiguity and change. This is not to suggest that you don't do these 
things. However, if you want to balance out your El capabilities, you may want to 
concentrate more on this area. 


Describes me somewhat 


This is characteristic of a self-regulated person. Self-regulated people possess some of 
the following characteristics: they are trustworthy and have integrity; they are in control 
of their feelings and impulses; they create an environment of fairness; they are 
comfortable with ambiguity and open to change. 


Describes me perfectly 


This is characteristic of a self-regulated person. Self-regulated people possess some of 
the following characteristics: they are trustworthy and have integrity; they are in control 
of their feelings and impulses; they create an environment of fairness; they are 
comfortable with ambiguity and open to change. 


How accurately does the following statement describe you? 


| know my strengths and limitations. 


Doesn't describe me at all 


You may want to spend more time focusing on your self-awareness skills, such as: better 
assessing your moods and emotions, realistically understanding your strengths and 
limitations, and owning up to failure when it happens. This is not to suggest that you 
don't do these things. However, if you want to balance out your El capabilities, you may 
want to concentrate more on this area. 


Describes me somewhat 


This is a characteristic of a self-aware person. Self-aware people possess some of the 
following characteristics: they are self-confident; they have an ability to assess 
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themselves realistically—they understand their strengths and limitations; they can admit 
failure; and, at times, they have a self-deprecating sense of humor. 


Describes me perfectly 


This is a characteristic of a self-aware person. Self-aware people possess some of the 
following characteristics: they are self-confident; they have an ability to assess 
themselves realistically—they understand their strengths and limitations; they can admit 
failure; and, at times, they have a self-deprecating sense of humor. 


7 How accurately does the following statement describe you? 


: | suspend judgment and prefer to seek out information. 


Doesn't describe me at all 


You may want to spend more time focusing on your self-regulation skills, such as: 
controlling your feelings and impulses, creating an environment of fairness and being 
more open to ambiguity and change. This is not to suggest that you don't do these 
things. However, if you want to balance out your El capabilities, you may want to 
concentrate more on this area. 


Describes me somewhat 


This is characteristic of a self-regulated person. Self-regulated people possess some of 
the following characteristics: they are trustworthy and have integrity; they are in control 
of their feelings and impulses; they create an environment of fairness; they are 
comfortable with ambiguity and open to change. 


Describes me perfectly 


This is characteristic of a self-regulated person. Self-regulated people possess some of 
the following characteristics: they are trustworthy and have integrity; they are in control 
of their feelings and impulses; they create an environment of fairness; they are 
comfortable with ambiguity and open to change. 


How accurately does the following statement describe you? 


: | am optimistic even in the face of failure. 


Doesn't describe me at all 


You may want to spend more time focusing on your motivation skills, such as: finding 
more passion in your work, pursuing goals with more energy and persistence; taking on 
more challenges and being optimistic even in the face of failure. This is not to suggest 
that you don't do these things. However, if you want to balance out your El capabilities, 
you may want to concentrate more on this area. 


Describes me somewhat 


This is characteristic of someone with motivation. Motivated people possess some of the 
following characteristics: they have a strong desire to achieve; they like challenges; they 
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love to learn; they take pride in a job well done; they constantly try to improve; and they 
are optimistic even in the face of failure. 


Describes me perfectly 


This is characteristic of someone with motivation. Motivated people possess some of the 
following characteristics: they have a strong desire to achieve; they like challenges; they 
love to learn; they take pride in a job well done; they constantly try to improve; and they 
are optimistic even in the face of failure. 


: How accurately does the following statement describe you? 


| enjoy collaboration. 


Doesn't describe me at all 


You may want to spend more time focusing on your social skills, such as: building 
relationships, finding common ground with people, and managing teams. This is not to 
suggest that you don't do these things. However, if you want to balance out your El 
capabilities, you may want to concentrate more on this area. 


Describes me somewhat 


This is an indicator of social skills. Socially skilled individuals possess some of the 
following characteristics: they are good at building relationships; they find common 
ground with people of all kinds; they are persuasive; and they are adept at managing 
teams. 


Describes me perfectly 


This is an indicator of social skills. Socially skilled individuals possess some of the 
following characteristics: they are good at building relationships; they find common 
ground with people of all kinds; they are persuasive; and they are adept at managing 
teams. 


7 How accurately does the following statement describe you? 


: | intuitively know how people are feeling. 


Doesn't describe me at all 


You may want to spend more time focusing on your empathy skills, such as: being more 
sensitive to people's emotions and feelings, being more open to different points of view, 
and better understanding cultural and ethnic differences. This is not to suggest that you 
don't do these things. However, if you want to balance out your El capabilities, you may 
want to concentrate more on this area. 


Describes me somewhat 


This is a quality of an empathetic person. Empathetic people possess some of the 
following characteristics: they are sensitive to people's feelings and emotions; they are 
open to different points of view; and they understand cultural and ethnic differences. 
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Describes me perfectly 
This is a quality of an empathetic person. Empathetic people possess some of the 
following characteristics: they are sensitive to people's feelings and emotions; they are 
open to different points of view; and they understand cultural and ethnic differences. 


Mapping emotional intelligence to leadership traits 


Emotional intelligence capabilities can be directly mapped to specific leadership traits. The following 
table illustrates this mapping and outlines the corresponding behaviors: 


Emotional Intelligence (El) and Related Leadership 
Traits 


Competency Leadership Behavior 


Trait 
Self- Self-aware Know their 
awareness weaknesses and 
strengths as well 
as how their 
behavior affects 
others 
Self- Level- Stay calm in the 
regulation headed midst of turmoil 


and confusion 


Comfortable | Can operate in 


with environments of 
ambiguity uncertainty where 
there are few 
guideposts 
Motivation Persistent Maintain a positive, 


focused attitude in 
pursuing a goal, 
despite obstacles 
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Empathy Caring Empathize with 
other people's 
needs, concerns, 
and goals 


Social skill Humorous Know how to 
interject humor 
when the situation 

Politically warrants it 

astute 
Have a strong 
sense of their 
organization's 
power structure, 
and know where to 
turn for the 
support and 
resources they 
need 


Fortunately, since emotional intelligence is not genetic, strengthening your El capabilities is possible. 
You can learn to improve your El skills through extended practice, feedback from colleagues, and your 
enthusiasm for making a change. 


Additional characteristics beyond emotional intelligence 


Contemporary business leadership calls for generous portions of decisiveness, coolness under fire, and 
results-oriented thinking. It also calls for courage in the face of conflicting demands. The ability to 
make trade-offs between people, resources, money, and deadlines — often causing short-term pain for 
the sake of long-term benefit — remains a vital element of effective leadership. 


Likewise, leaders must be future-focused; they must know how their group or unit fits into the bigger 
organizational picture. They must be able to efficiently organize short-term tasks according to long- 
term priorities. 


Perhaps one of the most important responsibilities of today's leaders is creating the conditions that 
enable employees to excel. To achieve this aim, the most successful leaders are also the most flexible: 
they have learned to adapt their leadership style to the situation. 


Key Idea: Personality and strategic choice 


Key Idea 


While recognizing the characteristics and skills that leaders have is useful, it is equally important 
_ to understand what they do. 
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Any organization, team, or group is directly impacted by the way its leaders motivate direct 
: reports, gather and use information, make decisions, address change initiatives, and handle 
: crises. 


: Many managers mistakenly assume that leadership style is a function of personality rather than 
_ strategic choice. Therefore, they believe that people have only one leadership style — the one 
_ that best suits their temperament. 


: However, savvy leaders recognize that no single style is appropriate. Rather, they recognize that 
: leadership is contextual, and choose, from a suite of styles, the one that best addresses the 
demands of a specific situation. 


Leadership style isn't just a function of personality. The best leaders actively choose their leadership 
style to fit a given situation. 


Leadership styles 


There are a number of ways to classify leadership styles. One approach categorizes styles according to 
emotional intelligence competencies, some of which work better than others in specific situations, and 
affect the organization or group in different ways. These styles are: 


e Coercive: This "do what | say" style demands immediate compliance. It is especially useful in 
turnaround situations, in a crisis, and with problem employees. However, using this style inhibits 
your organization's flexibility and can dampen employee motivation. 

e Authoritative: This style mobilizes people toward a vision. Specifically, it provides an overarching 
goal, but gives others the freedom to choose their own way of reaching it. This approach is most 
effective when a business is at sea and needs direction, or during an economic or business 
downturn. This style is less successful when the leader is working with a team of experts who 
may have more experience — and may disagree with his approach. 

e Affiliative: This "people-first" style engenders the creation of emotional bonds and team 
harmony. It is best used when team coherence is important or in times of low employee morale. 
But this approach's focus on praise may permit poor performance among employees to continue 
unchecked, and employees may lack a sense of overall direction. 

e Democratic: This style builds consensus through participation. It is most appropriate when 
organizational flexibility and a sense of individual responsibility is needed. The downside of this 
style, however, is that it may result in indecision, and some people may be left feeling confused 
and leaderless. 

e Pacesetting: This style expects excellence and self-direction. It works best for highly skilled and 
motivated people who work well on their own. Other people, however, may feel overwhelmed by 
a pacesetting leader's demands for excellence. Their self-esteem, trust, and, ultimately, their 
morale may drop under the regime of this type of leader. 

e Coaching: This style focuses on personal development. Coaching leaders help people identify 
their strengths and weaknesses, and tie them to their career aspirations. While this style is highly 
successful with people who want to change or improve professionally, it is largely unsuccessful 
with those who are resistant to learning or changing their ways. 


While some styles may be more comfortable for you to adopt than others, the more you stretch 
yourself to learn a range of styles, the more effective you will be as a leader. Generally speaking, being 
able to switch among four styles — authoritative, affiliative, democratic, and coaching — as conditions 
dictate tends to create the optimal work environment. 
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When leading people in a one-on-one situation, the style you adopt should reflect the needs and 
personality of the individual you are working with. It is important to remember that everyone has 
different capabilities and strengths which will likely fluctuate on a project-by-project basis. Therefore, 


the same person may need you to provide a different leadership style, depending on the task at hand. 


Activity: Name the leadership style 


How well can you distinguish among leadership styles? 


Leah is the head of her company's sales team. She's cool, calm, and a little aloof; when she 

| praises her direct reports, they know they have earned it. They sometimes joke about her 
"hands-off" management style, but it gets results. She comes up with new strategies on her 
: own, but holds regular meetings to set out ambitious goals for the team to tackle. While she 
proposes bold strategies for achieving those goals, her team appreciates that she doesn't 
micromanage them. Leah's strategies always seem to get her team motivated, even though 
' business has been slow for the company for the past few years. 


Coercive 


Not the best choice. Coercive leadership involves very strict and specific directives. One 
of its drawbacks is that it tends to reduce motivation, even if it gets short-term results. 
This does not seem to be the case with Leah and her team. 


Authoritative 


Correct choice. Leah's style of setting out general goals and strategies and motivating 
her team members to "fill in the blanks" themselves is typical of the authoritative style of 
leadership. This is an especially appropriate style for when business is in a downturn and 
bold, creative action may be required to turn it around. 


Affiliative 
Not the best choice. Leah seems to hold herself at a bit of a distance from her team 
members, which is antithetical to the affiliative style. 

Democratic 


Not the best choice. Leah's team jokes about her goals and strategies being "hands-off." 
If she was practicing democratic leadership, the team would actually be involved (to 
some degree) in creating these goals and strategies. 


: Araj leads an extremely talented and competitive group of developers at a top apparel company. 
When a new product comes down from management, Araj doesn't waste much time with 

: meetings or strategy sessions; he gets to work. The team has gotten used to observing him and 
following his lead. Though they are sometimes unsure about what to do in certain situations, 
Araj's high level of personal performance inspires them to be self-motivated problem solvers. 


Authoritative 


Not the best choice. Araj does not use meetings to articulate high-level goals or 
strategies, which is a key aspect of the authoritative style. 
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Affiliative 
Not the best choice. Araj seems to emphasize competition and individual motivation 
among his staff. This is not very typical of the affiliative style, which fosters cooperation 
and team-building. 


Pacesetting 
Correct choice. Araj, knowing that his staff is highly competent, chooses to set a 
personal example of excellence which they feel motivated to emulate. He is setting the 
pace that he expects the team to keep up with. 


Democratic 


Not the best choice. Group decision-making and consensus-building are not part of Araj's 
leadership, and those are the most important aspects of the democratic leadership style. 


Mark runs his company's R&D department, which is a bit different from other departments. Half 
of his employees are actually interns from the local technical college, some of whom will stay on 
: for full-time jobs after graduation. He has found that the best way to get results from these 
staff members is to provide them with very clear goals and directions for achieving these goals. 
Then he pairs up each intern with a full-time staff member, with whom the intern meets once a 
week to discuss problems and plans for improvement. 


Authoritative 


Not the best choice. Mark accompanies his goals for the staff with specific directions for 
accomplishing those goals. Providing specific directions for accomplishing goals is not 
characteristic of the authoritative style. 


Democratic 


Not the best choice. Mark is working with a staff largely composed of interns. These 
direct reports do not have the experience necessary to be full participants in the 
decision-making process, as the democratic leadership style would require. 


Pacesetting 


Not the best choice. The pacesetting style involves motivating your employees toward 
maximal performance. Mark's intern employees do not have the experience necessary to 
be successful in a tough, pacesetting office environment. 


Coaching 


Correct choice. The key component of Mark's leadership strategy is pairing his interns up 
with more experienced staff members in coaching relationships. 


Key Idea 
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Effective leaders create a vision that others will support with their hearts and minds. Simply 
stated, a vision is a description of an altered and improved future. Your vision need not be grand 
or necessarily innovative. However, it does need to be sensible, and to motivate people to 
: achieve it. 


A vision has three important purposes: 


e First, it clarifies the general direction for the future: since people are often confused or 
disagree on the paths their group, unit, or organization should take, they can become 
mired in indecision. By establishing a clear direction, a vision helps people make decisions 
and move forward more confidently. 

e Second, a vision motivates people to take action in the right direction, even if it is 
personally difficult: the alterations required to support a vision are often not easy. Often, 
people are asked to learn new skills quickly or work with constrained resources for a length 
of time. An effective vision helps to overcome people's reluctance to do what is necessary 
by providing hope and inspiration for the future. 

e And finally, a vision helps coordinate the actions of different people efficiently: if you 
establish a clear vision, the people around you can often figure out what to do by 
themselves. Without a well-articulated vision to guide them, people spend valuable time 
constantly checking with others for direction. 


An effective vision is crucial for leading and motivating your team. What objectives should you keep in 
mind as you craft your vision? 


Leadership Insight: Everyone is a leader 


My personal definition of leadership has really evolved over the past 14 years, during my tenure 
as CEO. And | think a good starting point is to talk about some of the things that leadership is 

; not. It is not an abstract concept, it is not strictly philosophical, and it is not something that is 
just reserved for top management. Leadership, to me, is alive, it's real, it's vibrant. And it's 

: personal. In our organization, we view every individual, regardless of where they are in the 
company, as a leader. 


7 And the reason we do that is because we recognize that every individual has a unique set of 
; experiences that can help our organization grow. And it was based upon that philosophy that we 
developed our concept of leadership around three pretty simple principles. 


The first one is learning, because that is really the essence of organizational growth. The second 

: one is teaching, because every individual in the organization has gifts and talents that they can 
share, both personally and professionally, to support the growth of the organization. And then 
: finally sharing, because that's what ties together the process of learning and teaching and makes | 
: it real. l 


And what we have found is the more that we're able to do that and the more successful we are, 
; the more we are actually nourishing the ideals inside of the company. 


There's an example that | like to use. Our main business is natural gas distribution, which means 
that we keep people warm in the winter. And if you take an example where it's January and it's 
: cold outside, and you go to turn your heat on and it doesn't go on, and you call the company, 
who is the last person that you want to see showing up at the door? 
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That answer is easy: it's me, the CEO, the so called leader of the company. And at that moment 
the woman or the man who is out representing the company, solving the problem for the 
customer, that person is the leader of the company. 


| Because what | have learned is that the power of the organization is really driven by the power 
of the individual. And the success of any organization is really a function of how well we're able 
: to capture those unique talents, experiences, and gifts for the better of the company as a 
whole. That, to me, is the essence of leadership. 
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Leadership is not the province of a chosen few. The success of any organization is based on how well it 
is able to capture the talents of every individual. 


Larry Downes 
CEO, New Jersey Resources 


Larry Downes is Chairman of the Board and CEO of New Jersey 
Resources (NJR) and its principal subsidiary, New Jersey Natural Gas 
(NJNG). New Jersey Resources, a Fortune 1000 company with over $3 
billion in annual revenues, provides natural gas and clean energy 
services to customers in New Jersey, and in states from the Gulf Coast 
to New England and Canada. 


He joined NJR in March 1985 and was appointed Senior Vice President 
and Chief Financial Officer in January 1990. In March 1995, he was 
elected President and CEO of NJNG and a member of NJR's Board of 
Directors. In July 1995, he was named President and CEO of NJR. In 
September 1996, he was named Chairman of NJR's Board of Directors. 


Larry received a bachelor's degree in business administration in June 
1979 from lona College, as well as a master's degree in business 
administration from lona in June 1981. 


He is a Director and past Chairman of the American Gas Association and 
the Natural Gas Council, and a Trustee of the American Gas Foundation. 
He is also past Chairman and serves as a member of the New Jersey 
Commission on Higher Education. 


Characteristics of an effective vision 


A leader's task is to offer guidance by holding up a vision of what is possible. 
-Lieutenant Colonel Bob Staub, Il 


An effective vision should be: 


e Vividly imaginable: Conveys a clear picture of what the future will look like 

e Desirable: Appeals to the long-term interests of employees and other stakeholders 

e Compelling: Is so much better than the current state that people will gladly undertake the effort 
and sacrifices necessary to attain it 

e Realistic: Comprises feasible goals that are attainable for a hardworking group of people 

e Focused: Limits itself to a manageable and coherent set of goals and is clear enough to provide 
guidance to others in decision making 
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e Flexible: Is general enough to be adapted to changing circumstances 
e Easy to communicate: Can be successfully and succinctly explained to people throughout 
different levels of your organization 


Consider the following example of an effective vision, taken from a large corporation: 


"It's our goal to become the world leader in the pharmaceutical industry within 10 years. This 
means we will increase profits, focus more on customer-centered innovation, offer better 
employee benefits than any of our competitors. Achieving this objective will require that we 
become more globally focused. If we all work together, we can achieve this vision." 


Here is another example of an effective vision, from a business unit: 


"It is our aim to reduce our costs by at least 25% and increase our sales group's revenues by at 
least 25%. These are stretch goals but, based on our analysis, we know they are achievable 
within four years if we all work together. When this is done, our unit will be publicly recognized 
for our achievement. Likewise, our unit will serve as a model for process improvement across 
the organization." 


Be sure that the vision you craft is consistent with your organization's overall mission. A vision should 
appeal to an organization's core values — the guiding principles by which the organization navigates — 
like honesty, creativity, or social responsibility. It should also draw upon an organization's core purpose 
— its most fundamental reason for being — like helping people to do something or improving a 
practice worldwide. 


Your vision as a leadership tool 


A clear, simple, and enduring vision of a better future is a leader's most important motivational tool. It 
becomes a guide as a group, unit, or organization moves away from past beliefs, activities, and goals 
to a future more suited to the changing needs of the organization and the demands of the economic 
environment. 


You will likely find yourself referring to your vision time and again, explaining its benefits and relevance 
to various audiences as you work to keep them on course. 


Understand your audience 
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As a leader, your job is to motivate others to achieve your vision. That means you need to be able to 
communicate your vision to a wide audience in a way that they can understand, relate to — and 
ultimately believe in. 


Your audience comprises anyone who will be affected by the outcome of your vision. These 
stakeholders may include: supervisors, peers, colleagues in other parts of your organization, and direct 
reports, as well as suppliers or vendors, shareholders, and even customers. Although each of these 
people may react differently to your vision, everyone needs to be properly aligned and focused on 
achieving the common goal. 


How do you achieve this alignment? Effective communication. 


Key Idea: Communicate effectively 


Key Idea 


It's important to effectively communicate your vision to key stakeholders on your project. To 

; communicate your vision, start by looking at it from the perspective of each of your key 
stakeholders. Try to identify what would most energize and inspire them to achieve your desired 
: end-state. When you communicate your vision to stakeholders, clearly spell out the benefits of 

| your alternative future in terms of its impact on them. Be sure to use terminology and concepts 
_ that they will easily understand and relate to. 


: One prerequisite for communicating your vision effectively is the credibility you establish with 
; your audience. Credibility derives from two factors: expertise and trust. 


: When you exercise sound judgment that proves you're knowledgeable about your ideas, and 
accumulate a history of successes, people perceive you as an expert. If you are candid and 
_ sincere and put others' interests ahead of your own, you will earn people's trust. 


Only by establishing your trustworthiness and your expertise will you build the credibility you 
; need to get your audience to believe in — and follow — your vision. 


Sometimes you must "sell" your vision to your stakeholders. How can you persuade them to support 
your vision? 


Communicate your vision 
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Think like a wise man but communicate in the language of the people. 
-William Butler Yeats 


When communicating a vision, you should: 


e Be consistent and willing to repeat yourself. Consistency of message is essential; repetition helps 
spread and reinforce your vision. On a rational level, repetition helps everyone stay focused and 
understand exactly what they are supposed to do to help realize the vision. 

e Be passionate about your vision. Communicate with a passion that causes people to desire the 
same end result. If you can't, you haven't effectively tapped the motivation necessary to make 
the vision come to life. 

e Make communication an ongoing, two-way proposition. Leading people should not involve a one- 
way stream of messages from top to bottom. Instead, messages should flow both ways. If 
people are to feel that they actually have a stake in the vision you are asking them to realize, it 
is critical to facilitate two-way communication. 

e Provide feedback and be willing to coach. Since so much of leading is about accomplishing results 
through others, you can only succeed if stakeholders have the necessary tools and resources 
they need — including your personal involvement. Provide feedback, both positive and negative, 
on a regular basis, and take the time to coach others when needed. 

e Be out front. As the project of achieving your vision moves forward — or falters, or even moves 
backward — make certain that you are front and center and show your willingness to steer. 

e Issue calls to action. Should you need to change direction suddenly in the face of unforeseen 
circumstances, or simply need to get people energized, you should feel comfortable speaking up 
and asking for support directly. 

e Emphasize that everyone needs to communicate effectively. Leaders aren't the only ones who 
need to communicate. Employees should foster communication skills peer-to-peer as well as up 
and down the organizational ladder. Groups, units, and even organizations that emphasize open 
communications seem to have a greater sense of purpose and unity, probably because 
employees take the time to keep one another informed. 

e Choose media wisely. While leaders should use a wide range of media to communicate their 
message, they also need to be sensitive to the media they use. Electronic communications such 
as e-mail should never supplant face-to-face communications. Also, large-scale meetings are 
most effective for generating excitement about the company's vision, but less appropriate for 
specific performance-related issues. 


If you fail to communicate your vision effectively, people will not move in the same direction. Without 
proper alignment, it will be difficult — if not impossible — to motivate your stakeholders to make your 
vision a reality. 


Keys to motivation 
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To realize a vision, leaders need to ensure that people are constantly aligned throughout what can be a 
long and arduous process. The key to keeping people energized and moving on the same path is 
motivation. 


Leaders do not achieve their goals by force or pushing people in a certain direction. Instead, successful 
leaders get the results they seek by appealing to people's inner drives, needs, and desires. 


Use external factors to motivate 


Motivation is the art of getting other people to do what you want them to do because 
they want to do it. 
-Dwight Eisenhower 


There are numerous ways to get people motivated. One popular approach relies on enhancing or 
improving factors that are external to the specific job a person performs. These "external" factors are 
aspects of a job that are related to job environment, not the job content itself. External factors 
include: 


e Company policies and benefits 

e Working conditions 

e Salary and other forms of compensation 
e Status 

e Job security 


Some experts have demonstrated that externally focused incentives provide only a short-term means 
of motivation. They argue that, to be effective and keep people moving forward, leaders need to 
continuously provide these rewards — while upping the ante each time. Using only external factors to 
motivate employees, therefore, can become increasingly costly over time. 


Tap into internal sources of motivation 


An alternative and more sustainable approach to motivation draws upon tapping into employees’ desire 
to perform. Using this approach, leaders try to inspire people by enriching their jobs and giving them 
broad responsibilities that increase their overall job satisfaction. This type of intrinsic motivation relies 
on "internal" factors that are related to job content (the nature of the work itself), and comes from 
within employees. Internal motivational factors include: 


e Achievement on the job 

e Direct feedback from people internal and external to the company about the quality of their work 
e The work itself 

e A sense of responsibility for the work they are doing 

e Opportunities for growth or learning 


Some experts note that the presence of a strong external reward structure diminishes an individual's 
ability to react to internal motivators. Others maintain that these two means of motivating people are 
complementary, and that leaders should strive to provide both where possible. One thing is certain: all 
people have individual drives, needs, and desires. Because of this, they will be motivated by different 
factors. 


Finding out what motivates people on an individual level is critical. Taking the time to discover what 
inspires each of your key stakeholders, and devising the plan that best meets their needs, will help 
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ensure that people stay motivated for the long term. 


Leadership Insight: Give people credit 


Early in my Goldman career, | got invited to John Thornton's office. John was the co COO of the 
firm, one of the top three people, the president, co-president, and he was bringing me in to 

| basically give me positive feedback to thank me for some work that had been done in my unit. 
He was about five minutes in, and it occurred to me this is something that | had very little to do 
; with, and | was feeling uncomfortable. He was getting quite lavish in his praise and it was just 
unearned. So | said, "Look, John, let me stop you for a minute." And | explained what | just said, 
| that the work he was praising me for was really done by various members of my team. And | 
guess | didn't prevent it, so you could say | abetted as a leader, but basically some of that was 
en route, underway before | even took the job. 


So I said, "John —" It was a 20 minute meeting; we had about 10 left. "What I'd like to do, if it's 
: OK with you, at your convenience, let me schedule 10 minutes. Let me bring my team up here 
and tell them what you just told me, because they're the ones who should be hearing it, not 

: me." So he agreed, and we came back at a time convenient to him, and the 10 minutes became 
50 — 5-0 — minutes. 


l And he went through, he elaborated on what he liked and how important it was, went on to tell 

; the team — my team was eight people, that's all I had working for me at the time, many junior 

: people. Some had never been up to the 30th floor before. You sink their knees in the carpet and 
all this. 


And he's telling them how much he valued what they've done, and that there's huge 
: Opportunities to remake the firm and what a valuable role they could play...and he went on to 
describe the barriers and things he'd be expecting. 


| mean, they were on cloud nine when they left, and there's nothing | could have said or done : 
| that was as powerful as him just kind of selling it. But to an executive, words are easy. But giving | 
your time, [that's something]. The 10 minutes became 50 minutes that he devoted, because he | 
got so excited talking to the team. 


: The ancillary benefit is that he became a better friend to Pine Street and was more in tune with 
_ us afterward. But the motivation for the team of just getting a chance to listen to the boss say 
; how it helped and to be given marching orders was invaluable. 


Taking the time to acknowledge people's hard work can energize a team. Expressing appreciation for a 
job well done is an important aspect of keeping people motivated. 


Steve Kerr 
Senior Advisor, Goldman Sachs 


Steve Kerr is a Senior Advisor to Goldman Sachs and is Executive 
Director of the Jack Welch Management Institute. From 2001 to 2006 
he was Goldman’s Chief Learning Officer and a managing director. Dr. 
Kerr came to Goldman Sachs from General Electric, where he was Vice 
President of Corporate Leadership Development and Chief Learning 
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Officer and had responsibility for GE’s renowned leadership education 
center at Crotonville. 


He previously served on the faculties of Ohio State University, the 
University of Southern California, and the University of Michigan, and 
was Dean of the Faculty of the USC Business School from 1985 to 
1989. He is a past president of the Academy of Management, the 
world’s largest association of academicians in management. His most 
recent book, “Reward Systems,” was published by Harvard Business 
Press in 2009. 


Dr. Kerr is on the board of directors of The Motley Fool, the Miami 
Children’s Hospital Foundation, and Harvard Business Publishing. He has 
a doctorate in management and organizational psychology from the 
City University of New York. 


Celebrate successes 


Celebrating milestones, whether large or small, is critical to keeping people motivated. Good leaders 
not only recognize individuals for their efforts, but also the successful completion of goals on the 
group, unit, and organizational level. 


Broadcast every milestone reached or project completed to upper management, colleagues, and even 
outside stakeholders. Recognize everyone responsible for achieving the milestone, and strive to 
provide each person the type of "reward" that best motivates him or her. 


Taking the time to celebrate is essential because it acknowledges people's hard work, boosts morale, 
and helps keep up the momentum necessary to achieve your vision. 


Key Idea: People who don't follow 


: Key Idea 


: In an ideal world, everyone in your organization would be inspired by your vision and willing to 
: work toward your end goals. However, in reality, you will likely find people who do not want to 
| follow your lead. As tempting as it may be to ignore such individuals, you must deal with them 
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: head-on. If left alone, they can undermine your efforts by lowering levels of productivity and 
: morale. 


_ In trying to motivate intractable employees, inexperienced leaders often make the mistake of 
forgetting that everyone has different motivational drivers, values, and biases. They think that if į 
they position their perspective in a certain way and use the "right" language, problem employees 
| will see the logic of their views. Unfortunately, efforts such as these are doomed to failure. So, 
how do you energize difficult people? 


To successfully motivate problem employees, you must uncover their inherent motivations. 
: Everyone has motivational energy, it just may not be directed effectively in the workplace. 


: As a leader, then, your role is not to try and motivate your problem employees; rather it's to 
: help them motivate themselves. Instead of trying to impose a solution on your employees, work 
| with them to uncover the barriers that prevent them from achieving desired goals. 


Not everyone shares your vision. How do you motivate employees who don't want to follow? 


A three-step approach to motivating a problem employee 


The following three-step approach can help you to tap into an employee's inherent motivation: 


1. Flesh out your picture of the employee and the problem. Try to gain a better understanding of 
the issue. Attempt to see the situation from the employee's vantage point. Pinpoint any context 
or relationships that may be influencing his behavior. Consider these factors individually: 

o The person who lacks motivation. Through informal conversations with the employee and 
other colleagues, find out her drives and passions and what could be blocking them at your 
workplace. Ask yourself what could result if those impediments were somehow removed. 

o Yourself. Ask yourself how you might be contributing to the problem. Then ask the person 
in question and her colleagues how they perceive you. You may discover that you are the 
person's chief demotivator. Without knowing it, you might be putting her off by actions 
that make her feel that you don't care about her. Or worse, you may be engaged in a cycle 
of mistrust, micromanagement, and poor performance that sets the individual up for 
failure. 

o The context. Ask yourself if there is anything about the current situation that might be 
bringing out the worst in the person — or you. Is there something happening or that 
recently happened at your organization, such as a restructuring or a layoff, which may be 
adding stress? 

2. Consider a range of outcomes. Actively switch your mindset from trying to achieve a single, 
predetermined "solution" to the employee's problem (e.g., he must improve his lackluster 
performance in a certain amount of time or he will be dismissed) to considering several different 
possibilities (e.g., he should be moved to a different department/function or he needs better 
coaching). Being open to changing your definition of what your solution looks like can yield 
surprisingly rich alternatives. 

3. Meet to discuss the problem and reach a resolution. This process culminates in a face-to-face 
meeting with the problem worker, ideally held in a neutral space like a conference room. During 
the meeting, you should: 

o Affirm the person's value to your organization to get the meeting off on the right foot. 

o Describe the problem from your perspective and point out that it cannot continue. 
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o Ask probing questions to test the assumptions you've made about the situation. Is the 
individual clear about his role or expectations? These questions will likely expose your 
differences but will also reveal areas of agreement. 

o Work with the individual to help him "solve" the problem. Invite the employee to suggest 
tactics for resolving the issue. Use the insight you have gained into what motivates him to 
guide the process. The resolution you mutually determine should play to the individual's 
drives. 


While trying to turn around a problem employee takes time and energy, it is well worth the investment. 
The payoffs of using this method extend far beyond the situation and specific person involved; the 
method boosts morale and can help motivate others as well. In addition, your efforts will send the 
strong message that you are willing to grapple with difficulties head-on, instead of simply dismissing 
them. 


Activity: Motivate a problem employee 


Motivating a problem employee takes time and energy. Handle it correctly, and you make it all 
worthwhile. 


Motivating a problem employee takes time and energy. Handle it correctly, and you make it all 
; worthwhile. 


| Hank has been one of your direct reports in the production department for two years. Though 

his work is generally solid, he often seems to lack a real drive to excel. He also tends to bring a 
| pessimistic attitude to new projects. You worry that this attitude could negatively affect other 
employees. You want to motivate Hank. 


: Which of the following steps would you not take? 


Look into other opportunities in the company for Hank 


Correct choice. It's too early to conclude that Hank must be moved elsewhere in the 
company. Your first step to motivating Hank should be learning more about Hank's 
interests. 


Ask other team members what projects they've seen Hank get excited about in the past 


Not the best choice. This would actually be a good first step in addressing Hank's lack of 
motivation. If Hank's fellow team members have seen him get excited about certain 
projects in the past, then his current lack of motivation might have to do with the types 
of projects you're assigning him. 


Review Hank's résumé to see his previous experiences and interests 


Not the best choice. This would actually be a good first step to addressing Hank's lack of 
motivation. By reviewing Hank's previous jobs, education, and outside-of-work interests, 
you might learn where his passions lie. You could then discern what's blocking these 
passions in his job. 
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;: You review Hank's résumé. Nothing in it indicates to you that he would be dissatisfied in his 
: current job. 


Next, you try talking to his fellow team members. Some of them have worked with Hank for 
: more than two years—including the time before you became head of the department. 


Several of these employees say that Hank used to be a very positive, energetic, and exceptional 
| performer. Then, at some point, he just seemed to lose interest in projects. 


Given this information, which of the following reasons can you rule out as an explanation for 
Hank's loss of motivation? 


Personal problems 


Not the best choice. Hank's résumé and your talks with his colleagues yielded no 
information about any personal problems. Thus you cannot rule this out as a possible 
explanation for Hank's lack of motivation. 


Conflicts with your management style 


Not the best choice. Apparently, Hank's behavior began to change at about the time you 
began managing the production department. Thus you cannot rule out conflicts with your 
management style as a possible explanation for Hank's current lack of motivation. 


Lack of needed skills 


Correct choice. From your own experience, you know that Hank is generally a solid 
worker. And according to other team members, he had performed even better in the 
past. 


, You meet with Hank to discuss his apparent lack of enthusiasm. After some prying, it becomes 
_ clear to you that Hank has some difficulties with your managerial style. 


: You have had great success with encouraging your direct reports to solve problems and develop 
_ plans to meet department goals on their own. Hank prefers the style of your predecessor, who 

: gave staff members far more incentives and recognition for working collectively on problems and 
| projects. 


What should you do next to continue addressing Hank's motivation problem? 


Offer to sponsor a group project in the short term while coaching Hank to take more 
initiative in setting up group projects on his own in the long term. 


Correct choice. By tailoring your management style in the short run to meet Hank's 
desire for more collaborative work, you show Hank that you value and respect him. And 
by coaching him to take more initiative in organizing collaborative work in the future, you 
stay true to your preferred—and effective—management style. 


Agree to move to a more "team-oriented" style of management. 


Not the best choice. Changing your management style to satisfy one employee may not 
be the wisest move, especially since you have generated excellent results with your other 
employees using this style. 
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Explain the benefits of your management style to Hank and ask him to make more of an 
effort to adjust to that style. 

Not the best choice. Asking Hank to adapt to a more independent work environment 

without helping him acquire the skills to organize group projects on his own will likely only 

further alienate Hank. 


When leaders offer their vision of a new future, they recognize that the change required comes with 
inherent challenges. They recognize that a certain level of stress is healthy and necessary for change 
to occur. However, they also know that people can't — or won't — learn new ways of doing things if 
they are feeling anxious or overwhelmed. 


To help motivate people without immobilizing them, create a holding environment — a "safe" 
organizational space in which the conflicts, emotions, and stresses related to the change associated 
with your vision can be worked out. 


In the early stages of implementing a vision, a leader may establish a holding environment for the team 
to talk openly about the initial challenges, to frame and debate issues, and to clarify assumptions. Over 
time, the scope of the issues discussed will likely broaden. 


Handle destructive conflict 


While a certain level of conflict is likely to be the norm, it is your responsibility as a leader to identify 
whether it is destructive or constructive. Destructive conflict undermines the trust that is vital to a 
working relationship and includes: 


e Personal attacks, either directly or through gossip 
e Scapegoating 
e Pointless griping about irrelevant issues or external forces that cannot be controlled 


Handle destructive conflict by acknowledging the problem and using persuasion, reminding others of 
the vision, or otherwise deploying your power as a leader to resolve the conflict. 
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Constructive conflict, on the other hand, concerns divergent perspectives on your most important 
tasks or priorities — and needs to be incorporated into your vision. Ask pointed questions to draw the 
issues out, then insist that your employees discuss them openly and work out solutions. 


Regulate distress 


In an environment of change, a leader is responsible for regulating the distress that team members are 
feeling; this entails ensuring that the team members remain motivated and in control of their 
workloads. Effective leaders are masters of sequencing and pacing work. They know how to prioritize 
and order tasks to minimize confusion and chaos. Successful leaders do not strive to eliminate all of 
their team's stressors, but instead help team members manage them. 


You can establish a holding environment that fosters motivation by: 


e Treating everyone, at every level of the organization, with the same respect 

e Giving everyone's ideas serious consideration 

e Being fair, kind, and courteous at all times 

e Being honest, admitting when you make a mistake or when you don't have an answer 

e Never putting other people down 

e Protecting your unit or group by defining a boundary around your people and sheltering them 
from interference, going to bat for your team to get the resources you need, and showing 
courage in sticking up for your people 

e Not tolerating scapegoating or misapplied blame 

e Using every reasonable opportunity to foster others' professional growth 


Benefits of a holding environment 


There are many benefits of establishing a holding environment. Specifically, it: 


e Reinforces trust among all stakeholders 

e Forces people together to address issues 

e Fosters a positive attitude 

e Upholds principles of mutual respect and consideration 

e Protects its members 

e Helps a leader address the conflict necessary to reach goals 


In a holding environment, your team members should feel comfortable sharing the fears, frustrations, 
and pain associated with the realization of your vision. One of your greatest challenges, then, is to be 
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able to understand and empathize with team members' experience without easing up on the tension 
necessary to see the vision through. 


Activity: Have you created a holding environment? 


This assessment can help you evaluate whether you have built an effective holding environment. 


: This assessment can help you evaluate whether you have built an effective holding environment. 
Would colleagues at any level say they have never heard you put another person down? 
Yes 


Correct choice. Putting people down can damage the safety of a holding environment and 


contributes to employees' distress. As a leader, model appropriate behavior by never 
putting other people down. 


No 
Not the best choice. Putting people down can damage the safety of a holding 


environment and contributes to employees' distress. As a leader, model appropriate 
behavior by never putting other people down. 


: Do you show that you will not tolerate "scapegoating," or misapplied blame? 
Yes 


Correct choice. "Scapegoating" and misapplying blame are examples of destructive 
conflict. If you allow them, you will likely contribute to employees' distress instead of 
regulating it. 

No 


Not the best choice. "Scapegoating" and misapplying blame are examples of destructive 


conflict. If you allow them, you will likely contribute to employees' distress instead of 
regulating it. 


7 Do you listen fairly, kindly, and with courtesy to the opinions of others? 
Yes 


Correct choice. In a holding environment, your team members should feel comfortable 
sharing the fears, frustrations, and pain associated with the realization of your vision. 


No 


Not the best choice. In a holding environment, your team members should feel 


comfortable sharing the fears, frustrations, and pain associated with the realization of 
your vision. 
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: Do you respect other people's ideas and give each one the same amount of consideration, 
_ regardless of level? 


Yes 


Correct choice. Consistency is very important to developing a holding environment. Only 


by showing all members of your team the same level of respect will you truly make 
people feel safe. 


No 
Not the best choice. Consistency is very important to developing a holding environment. 


Only by showing all members of your team the same level of respect will you truly make 
people feel safe. 


: Do you go to bat for your team to get the resources you need? 
Yes 


Correct choice. "Going to bat" for your team to get the resources they need is crucial for 


regulating employees' distress. Without enough resources, workloads will become too 
demanding, and motivation will flag. 


No 


Not the best choice. "Going to bat" for your team to get the resources they need is 


crucial for regulating employees' distress. Without enough resources, workloads will 
become too demanding, and motivation will flag. 


7 Do you shelter your team from interference and show courage in sticking up for your people? 
Yes 


Correct choice. Protecting your team from meddling is crucial for regulating distress and 
empowering employees to regulate their own workloads. 


No 


Not the best choice. Protecting your team from meddling is crucial for regulating distress 
and empowering employees to regulate their own workloads. 


: Do you protect voices of dissent? 


Yes 
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Correct choice. If dissenters are not protected, they may be silent. Promoting the safe 


sharing of ideas will allow team members to productively express frustration and 
confusion. 


No 


Not the best choice. If dissenters are not protected, they may be silent. Promoting the 


safe sharing of ideas will allow team members to productively express frustration and 
confusion. 


: Do you admit it when you make a mistake? 


Yes 


Correct choice. Admitting to your mistakes or gaps in knowledge helps reinforce trust 
among all stakeholders and establish your credibility as a leader. 


No 


Not the best choice. Admitting to your mistakes or gaps in knowledge helps reinforce 
trust among all stakeholders and establish your credibility as a leader. 


, Do you disclose when you don't know the answer? 


Yes 


Correct choice. Admitting when you don't know the answer fosters an open environment 


of trust. This encourages stakeholders to share their own fears, frustrations, and gaps in 
knowledge. 


No 


Not the best choice. Admitting when you don't know the answer fosters an open 


environment of trust. This encourages stakeholders to share their own fears, frustrations, 
and gaps in knowledge. 


: Do you use every reasonable opportunity to foster others' professional growth? 


Yes 


Correct choice. Making it clear that you will foster other's professional growth—and then 
doing so—curbs destructive conflict before it begins by reducing unhealthy competition. 


No 
Not the best choice. Making it clear that you will foster other's professional growth—and 


then doing so—curbs destructive conflict before it begins by reducing unhealthy 
competition. 
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Overview 


This section provides interactive exercises so you can practice what you've learned. These exercises 
are self-checks only; your answers will not be used to evaluate your performance in the topic. 


Scenario 


Assume the role of a manager in a fictional situation and explore different outcomes based on your 
choices (5-10 minutes). 


Check Your Knowledge 


Assess your understanding of key points by completing a 10-question quiz (10 minutes). 


Scenario: Part 1 


| Part 1 


| Owen manages the product development group at InfoMed, a small, public company that creates 
information resources for the healthcare industry. InfoMed is struggling financially, and Owen is 
trying to think of ways his group might help revive sales. Owen has an idea for a new product: an 
| online resource containing up-to-date information on healthcare providers, which people could 
consult while selecting health insurance plans. 


_ This resource would represent a new direction for InfoMed and would involve substantial 
investment and risk. Yet Owen believes it could succeed ;if he can get enough support behind his | 
_ vision. Excited, he researches the potential market and prepares to present his idea to his group 

_ and other key InfoMed players. 


Besides explaining how the product would work, how might Owen 
express his vision? 


e "If we give it a chance and all pull together, | believe this product 
would put InfoMed at the top of our industry within four months 
after its release." 


Not the best choice. This vision may be inspiring, but it isn't 
realistic. As a small, struggling company, InfoMed isn't likely to 
rise to the top of its industry in just four months by introducing 
any new product. Also, it's unrealistic to expect Owen's team to 
develop the new product's content quickly enough to realize that 
vision—given that the product represents a completely new 
direction for InfoMed. An effective vision should touch people's 
core needs for achievement, recognition, and belonging. However, 
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if it can't easily be translated into a realistic competitive strategy, 
people won't know how to make the vision real. 


e "My research suggests that introducing this product next year 
could boost our revenues by 30%, make us known on Wall Street, 
and improve consumers' lives. Of course, we would all have to 
work together to make this happen." 


Correct choice. This vision paints a clear and compelling picture of 
how the new resource would benefit all major stakeholders: 
InfoMed employees, investors, and customers. It's also expressed 
in easy-to-understand terms. Finally, it's realistic and achievable. 
An effective vision is a leader's most important motivational tool. 
You should refer to your vision often, explaining its relevance to 
various audiences as you work to keep them on board. 


e "InfoMed needs to enter this market if we hope to make value- 
added contributions to the emerging consumer-driven healthcare 
industry. If we can start production rollout soon, we'll gain first 
mover advantage." 


Not the best choice. This vision is vague and contains uninspiring 
jargon ("value-added," "emerging consumer-driven healthcare 
industry," "first mover advantage"). An effective vision is easy to 
explain and understand—even if implementing it will be a 
complicated process. If a vision is unfocused and overly complex, 
people won't understand it—and they can't support what they 
don't understand. When crafting a vision, use plain but inspiring 
language. Explain how the new product or idea would work, and 
how key stakeholders—employees, investors, and customers— 
would benefit. 


Scenario: Part 2 


| Part 2 


| By communicating his vision effectively using realistic, inspiring, and easy-to-understand terms, 
: Owen gains support from key stakeholders both inside and outside InfoMed. He understands, 
however, that to realize his vision, he'll need to ensure that everyone involved stays energized, 
_ aligned, and working toward the same goal. 


What would be the best way for Owen try to ensure that all of 
InfoMed's employees remain motivated? 


e Inform all employees involved with the project that there will be a 
significant bonus for everyone involved if they work hard and 
develop the product in the expected time frame. 
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Not the best choice. 


Financial compensation will motivate some people, but not 
necessarily all of them. All people have individual drives, needs, 
and desires—and thus will be motivated by different factors. 
While some are motivated by "external" factors that are related 
to their job environment (e.g., company policies and benefits, 
working conditions, salary, status), others are motivated by 
"internal" factors that are related to their job content (the nature 
of the work itself). 


Finding out what motivates people on an individual level will be 
critical to Owen's success. If he takes the time to find out what 
inspires each of his employees, and devises the plan that best 
matches their needs, he will help ensure that they stay motivated 
for the long term. 


Provide employees with opportunities for growth and learning as 
well as positive feedback on the quality of their work. 


Not the best choice. 


Opportunities for growth and positive feedback will motivate 
some people, but not necessarily all of them. All people have 
individual drives, needs, and desires—and thus will be motivated 
by different factors. While some are motivated by "internal" 
factors that are related to their job content (the nature of the 
work itself), others are motivated by "external" factors that are 
related to their job environment (e.g., company policies and 
benefits, working conditions, salary, status). 


Finding out what motivates people on an individual level will be 
critical to Owen's success. If he takes the time to find out what 
inspires each of his employees, and devises the plan that best 
matches their needs, he will help ensure that they stay motivated 
for the long term. 


Ask employees what motivates them, and develop individualized 
plans accordingly. 


Correct choice. 


Finding out what motivates people on an individual level will be 
critical to Owen's success. Understanding that some people are 
motivated by "external factors" that are related to their job 
environment, while others are motivated by "internal" factors 
that are related to the job content, is Owen's first step. 


If Owen then takes the time to find out what inspires each of his 
employees and devises the plan that best matches their needs, 
he will help ensure that they stay motivated for the long term. 
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Scenario: Part 3 


Part 3 


| Owen sits down with his direct reports individually to discover what motivates them best. Within 
: reason, he devises individualized plans that meet their needs. He then encourages other 

_ managers to find out the same information from their teams. He is satisfied that he has set the 
| project up for success. But as the work proceeds, long hours begin adding up and expenses 

_ climb beyond initial expectations. 


Despite a small victory, a team member has enlisted the help of a highly esteemed outside 
_ researcher; some of Owen's direct reports begin arguing over how to prioritize tasks. Owen's 
' supervisor starts questioning him about the project's progress and what he's overheard about 


his team's internal conflicts. Owen fears that his project is losing momentum, just when he needs : 


it the most. He wonders what he can do to keep the project moving forward. 


What should Owen do to keep his project moving forward? 


e E-mail key stakeholders, including his supervisor, peers, direct 
reports, and affected customers, announcing the participation of 
the external researcher and explaining the positive impact this will 
have on the project. 


Correct choice. A good way to keep people motivated during the 
difficult stages of a project is to regularly acknowledge and 
celebrate successes—no matter how minor the victory. By 
sending an e-mail to upper management, colleagues, and outside 
stakeholders, Owen lets everyone know that the team is making 
concrete progress, despite some setbacks. 


e Honestly admit to his supervisor and peers that there has been 
some tension within his team. Enlist the support of his supervisor 
in resolving disagreements. 


Not the best choice. 


When motivation starts to falter, Owen should protect his group 
rather than expose tensions within it. This means defining a 
boundary around the team and sheltering members from 
interference. It entails showing courage and sticking up for his 
people—and going to bat for his team for any resources it may 
need. 


Protecting your group is one way to create a holding 
environment, a safe place where employees can feel secure and 
heard. By establishing such an environment, you help your direct 
reports do their best work and maintain their enthusiasm for the 
project. You can also help relieve tensions by refocusing on the 
vision and emphasizing short-term wins. 
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e Ask his team members to set aside any disagreements about how 
to prioritize the project's tasks until he can revive the project's 
forward momentum. 


Not the best choice. 


Disagreements about task priorities actually represent 
constructive conflict within a team and should be addressed 
immediately. When such conflict arises, team members' various 
perspectives should be incorporated into the group's strategy or 
vision, not repressed. 


In this situation, Owen should ask pointed questions to draw the 
issues out. Then he should insist that the employees involved 
discuss their differences and work out a solution. 


Scenario: Conclusion 


_ Conclusion 


i By regularly broadcasting milestones, creating a holding environment, and regulating 

: constructive conflict, Owen revives his project's forward momentum. His team finishes the 

; development work, and InfoMed launches the new product. Early reviews of the product look 
| promising. 


Leading and motivating aren't easy. But they've become more important than ever in an age of 

: accelerating change in business—whether change takes the form of new products, new 
technologies, emerging markets, or other competitive challenges. Good leaders create 

: compelling, clear, and achievable visions, communicate them effectively to key stakeholders, and 
keep people involved and motivated during tough times. 


Activity: Check Your Knowledge: Question 1 


Which of the following tasks represents a leadership responsibility? 
e Organizing projects 
Not the best choice. 


Organizing projects is a management, not a leadership task. Other management tasks include 
staffing, planning, controlling, and problem solving. Managing and leading are distinct but 
complementary tasks. Managing involves coping with complexity, while leading involves coping 
with change. Managing requires bringing order and predictability to a situation, while leading 
involves adapting to changing circumstances. 


e Aligning people 
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Correct choice. 


Aligning people to a vision is a core leadership task. To align people, you solicit input and 
discussion from a wide range of people, help people to comprehend a vision of an alternative 
future, and get them to believe in and become energized by this vision once it is understood. 
Other leadership tasks include setting direction and motivating others. Managing and leading are 
distinct but complementary tasks. Managing involves coping with complexity, while leading 
involves coping with change. Managing requires bringing order and predictability to a situation, 
while leading involves adapting to changing circumstances. 


e Budgeting 
Not the best choice. 


Budgeting is a management, not a leadership, task. Other management tasks include staffing, 
planning, controlling, and problem solving. Managing and leading are distinct but complementary 
tasks. Managing involves coping with complexity while leading involves coping with change. 
Managing requires bringing order and predictability to a situation, while leading involves adapting 
to changing circumstances. 


Check Your Knowledge: Question 2 


Which of the following statements about how a leader functions in a holding environment is true? 
e A leader sequences and prioritizes tasks to minimize confusion and chaos. 
Correct choice. 


A holding environment is a "safe" organizational space in which the conflicts, emotions, and 
stresses related to the change associated with your vision can be worked out. In a holding 
environment, you are responsible for regulating the distress of your team. To carry out this 
responsibility, you can sequence and pace work to avoid overwhelming your direct reports. 
Leaders understand that people cannot make the changes necessary to realize a vision if they 
are anxious about their workloads. However, leaders also understand that a certain level of stress 
is healthy—and necessary—for any change to occur. 


e A leader strives to eliminate all stressors to improve his or her team's productivity. 
Not the best choice. 


A certain level of stress is actually healthy—and necessary—for changes to occur that will enable 
a team to realize a vision. In a holding environment—a "safe" organizational space in which the 
conflicts, emotions, and stresses related to the change associated with your vision can be 
worked out—you're responsible for regulating the stress felt by employees, not eliminating it 
altogether. You can regulate stress by sequencing and prioritizing tasks to minimize confusion 
and chaos. 


e A leader discourages people from complaining and being negative in order to foster a 
comfortable environment. 


Not the best choice. 
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A holding environment is meant to be a "safe" organizational space where people can come 
together to work out the conflicts, frustrations, and stresses related to the change required to 
realize a vision—candidly and without fear of reprisal. Discouraging people from complaining may 
send the message that the environment is not safe. The correct answer is "A leader sequences 
and prioritizes tasks to minimize confusion and chaos"; doing so can help you regulate the stress 
felt by your team as they work toward realizing your vision. 


Check Your Knowledge: Question 3 


Which of the following describes a person who has extensive social skill (an emotional intelligence 
competency)? 


e Humorous and politically astute 
Correct choice. 


Socially skilled leaders know how to inject humor when the situation warrants it. They also have a 
solid sense of their organization's power structure, and know where to turn for the support and 
resources they need. Social skill is one of the five competencies of emotional intelligence, or the 
ability to manage oneself and one's relationships effectively. The other competencies are self- 
awareness, self-regulation, motivation, and empathy. 


e Comfortable with ambiguity and level-headed 
Not the best choice. 


Comfort with ambiguity and level-headedness describe the emotional intelligence competency of 
self-regulation, not social skill. Socially skilled leaders know how to inject humor when the 
situation warrants it. They also have a solid sense of their organization's power structure, and 
know where to turn for the support and resources they need. 


In addition to self-regulation and social skill, emotional intelligence competencies include self- 
awareness, motivation, and empathy. 


e Persistent and knowledgeable about his or her own weaknesses and strengths 
Not the best choice. 


"Persistent" describes the emotional intelligence competency of motivation, not social skill. And 
"knowledgeable about one's strengths and weaknesses" describes the El competency of self- 
awareness, not social skill. 


Socially skilled leaders know how to inject humor when the situation warrants it. They also have a 
solid sense of their organization's power structure, and know where to turn for the support and 
resources they need. 


In addition to motivation, self-awareness, and social skill, emotional intelligence competencies 
include self-regulation and empathy. 
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Check Your Knowledge: Question 4 


Which of the following is the most effective leadership style to use on a daily basis? 
e Affiliative 
Not the best choice. 


While the affiliative style is useful in situations where team cohesion is needed, no one leadership 
style is appropriate for all situations. Savvy leaders choose from a range of styles the one that 
best addresses the demands of the situation at hand. Being able to switch among four styles— 
authoritative, affiliative, democratic, and coaching—as conditions dictate tends to create the 
optimal work environment. 


e Democratic 
Not the best choice. 


While the democratic style is useful when trying to build consensus, no one leadership style is 
appropriate for all situations. Savvy leaders choose from a range of styles the one that best 
addresses the demands of the situation at hand. Being able to switch among four styles— 
authoritative, affiliative, democratic, and coaching—as conditions dictate tends to create the 
optimal work environment. 


e Change style as needed 
Correct choice. 


There is no one "best" leadership style for all situations. Savvy leaders choose from a range of 
styles the one that best addresses the demands of the situation at hand. Being able to switch 
among four styles—authoritative, affiliative, democratic, and coaching—as conditions dictate 
tends to create the optimal work environment. 


Check Your Knowledge: Question 5 


Which of the following is a leader's most fundamental motivational tool? 
e Aclear vision of a better future 
Correct choice. 


An easy-to-understand description of an altered and improved future is the most fundamental 
tool in a leader's arsenal. This vision functions as a guide as your group, unit, or organization 
moves away from past beliefs, activities, and goals to a future more suited to the company's 
changing needs and the demands of the economic environment. 


e A well-established rewards structure 


Not the best choice. 
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While having a solid rewards structure in place may help motivate some employees, having a 
clear and simple vision is the foundation on which everything else rests. The vision functions as a 
guide as your group, unit, or organization moves away from past beliefs, activities, and goals to a 
future more suited to the company's changing needs and the demands of the economic 
environment. 


e An ability to empathize with other people's experience 
Not the best choice. 


While a leader's ability to empathize is critical for creating an inspiring work environment, having 
a clear and simple vision is the foundation on which everything else rests. The vision functions as 
a guide as your group, unit, or organization moves away from past beliefs, activities, and goals to 
a future more suited to the company's changing needs and the demands of the economic 
environment. 


Check Your Knowledge: Question 6 


Is the following statement true or false? It is possible to strengthen your emotional intelligence 
capabilities. 


e True 
Correct choice. 


Emotional intelligence (El) is not genetic; it is learned. Therefore, strengthening your El 
capabilities is possible. Leaders can improve their El skills through extended practice, feedback 
from colleagues, and their own enthusiasm for making a change. 


e False 
Not the best choice. 


This statement is actually true. Emotional intelligence (El) is not genetic; it is learned. Therefore, 
strengthening your El capabilities is possible. Leaders can improve their El skills through extended 
practice, feedback from colleagues, and their own enthusiasm for making a change. 


Check Your Knowledge: Question 7 


When communicating your vision to stakeholders, you should: 
e Try not to repeat yourself 
Not the best choice. 


When communicating your vision, you actually should be willing to repeat yourself. Repetition 
helps everyone stay focused and understand exactly what they are supposed to do to help 
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realize your vision. 


The correct answer is "Be sensitive to the delivery media you choose." While leaders need to use 
a wide range of media to communicate their message, they must be judicious. For example, 
electronic communications such as e-mail should never supplant face-to-face conversations, 
which are far more effective for communicating your vision. 


e Keep yourself contained emotionally 
Not the best choice. 


When communicating your vision, you actually should not contain yourself emotionally. By 
communicating with feeling, you increase the odds of activating others’ desire for the same end 
result you're depicting in your vision. 


The correct answer is "Be sensitive to the delivery media you choose." While leaders need to use 
a wide range of media to communicate their message, they must be judicious. For example, 
electronic communications such as e-mail should never supplant face-to-face conversations, 
which are far more effective for communicating your vision. 


e Be sensitive to the delivery media you choose 
Correct choice. 


While leaders need to use a wide range of media to communicate their message, they must be 
judicious. For example, electronic communications such as e-mail should never supplant face-to- 
face conversations, which are far more effective for communicating your vision. 


Check Your Knowledge: Question 8 


You have been asked to draw up a plan for motivating the 25 employees in your department during a 
difficult restructuring period. Your first step is to: 


e Use external sources of motivation such as offering bonuses. If that doesn't work, tap into 
internal sources of motivation such as providing growth opportunities for each individual. 


Not the best choice. 


This is too formulaic an approach to motivating employees. All people have individual drives, 
needs, and desires, and will be motivated by different things. Therefore, your first step should be 
to find out what motivates people on an individual level. Crafting a plan that includes the blend of 
motivators that best meets an individual's needs will help ensure that he or she stays motivated 
for the long term. Motivators may be external, or not related to the job itself (such as raises or 
bonuses) or internal; that is, related to the job (such as employees’ sense of achievement, pride 
in their work, or working conditions). 


e Tap into internal sources of motivation, such as employees' pride in their work and sense of 
achievement. If that doesn't work, improve external sources of motivation, such as working 
conditions. 


Not the best choice. 


http://gwiz4.gene.com/groups/Humres/development/managementor/20 1 lmanagementor/leading_and_motivating/print_topic.html 51/67 


9/7/2016 


Leading and Motivating 
This is too formulaic an approach to motivating employees. All people have individual drives, 
needs, and desires, and will be motivated by different things. Therefore, your first step should be 
to find out what motivates people on an individual level. Crafting a plan that includes the blend of 
motivators that best meets an individual's needs will help ensure that he or she stays motivated 
for the long term. Motivators may be external, or not related to the job itself (such as raises or 
bonuses) or internal; that is, related to the job (such as employees’ sense of achievement, pride 
in their work, or working conditions). 


Try to determine what most inspires each of your employees, and devise a motivation plan 
tailored to each individual. 


Correct choice. 


All people have individual drives, needs, and desires, and will be motivated by different things. 
Therefore, finding out what motivates people on an individual level is critical. Crafting a plan that 
includes the blend of motivators that best meets an individual's needs will help ensure that she 
stays motivated for the long term. Motivators may be external, or not related to the job itself 
(such as raises or bonuses) or internal; that is, related to the job (such as employees' sense of 
achievement, pride in their work, or working conditions). 


Check Your Knowledge: Question 9 


An effective vision is always: 


e Innovative and awe-inspiring 


Not the best choice. 


A vision need not be innovative or awe-inspiring. In fact, visions are often quite mundane. As a 
description of an altered and improved future, an effective vision must be realistic and 
compelling. A vision must also clarify the general direction for the future, efficiently coordinate 
the actions of different people, and be desirable enough to motivate people to take action in the 
right direction, even if such changes are personally painful. 


Complex and multifaceted 
Not the best choice. 


A vision need not be complex and multifaceted. In fact, as a description of an altered and 
improved future, it's more important for a vision to be realistic and compelling. A vision must 
also clarify the general direction for the future, efficiently coordinate the actions of different 
people, and be desirable enough to motivate people to take action in the right direction, even if 
such changes are personally painful. 


Realistic and compelling 
Correct choice. 


As a description of an altered and improved future, an effective vision must be both realistic and 
compelling. A vision must also clarify the general direction for the future, efficiently coordinate 
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the actions of different people, and be desirable enough to motivate people to take action in the 
right direction, even if such changes are personally painful. 


Check Your Knowledge: Question 10 


You are trying to motivate an employee who just doesn't seem willing to work toward your end goals. 
You have taken time to gain a better understanding of the individual, your role in the problem, and the 
context. What is your next step? 


e Schedule a formal meeting with the employee to discuss the problem 
Not the best choice. 


While discussing the issue with the employee is critical, it is not the next step. Well before you 
hold your meeting, you should take the time to actively switch your mindset from seeking a 
single, predetermined "solution" (e.g., termination) to considering a range of possible desirable 
outcomes. By reframing your goals regarding the employee and being open to changing the 
definition of what the solution might look like, you will likely discover novel and rich alternatives. 
For example, perhaps the person would benefit from coaching or would do better in another 
department. 


e Reevaluate your goals regarding the employee and consider a range of possible solutions to the 
problem 


Correct choice. 


The next step after gathering information is to switch your mindset from seeking a single, 
predetermined "solution" (e.g., termination) to considering a range of possible desirable 
outcomes. By reframing your goals regarding the employee and being open to changing the 
definition of what the solution might look like, you will likely discover novel and rich alternatives. 
For example, perhaps the person would benefit from coaching or would do better in another 
department. 


e Be alert for a casual opportunity to discuss the problem with the employee, such as immediately 
after a staff meeting 


Not the best choice. 


While discussing the issue with the employee is critical, it is not the next step. Well before you 
hold your meeting, you should take the time to actively switch your mindset from seeking a 
single, predetermined "solution" (e.g., termination) to considering a range of possible desirable 
outcomes. By reframing your goals regarding the employee, and being open to changing the 
definition of what the solution might look like, you will likely discover novel and rich alternatives. 
For example, perhaps the person would benefit from coaching or would do better in another 
department. 


Check Your Knowledge: Results 
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Your score: 


Steps for adapting your leadership style to individual needs 


1. Determine the individual's developmental level in relation to the task at hand. 


Work with employees to identify their developmental level related to the task you have assigned 
them. An employee's developmental level can be assessed by examining two factors: 


o Competence: The person's task-specific knowledge and any transferable skills that could be 
applied to the task 
o Commitment: The combination of the individual's motivation and confidence to perform the 
task 
2. After you have assessed the employee's developmental level, choose a leadership approach that 
will best meet his or her needs. 


In general, there are four different leadership approaches that you will employ when working with 
employees. They are directive, coaching, supporting, and delegating. 


3. For those who are learning new skills, be directive. 


People who are in this stage need very specific instructions and ongoing feedback. As a leader, 
your responsibilities include: 


o Defining tasks clearly and in sufficient detail 

o Orienting the individual to the task 

o Checking and monitoring progress to make sure the person is not faltering 
4. For those who are learning skills, but are still gaining experience, provide coaching. 


While these people may still need a certain level of direction, they also need the freedom to 
make some mistakes, and encouragement to keep going. As a leader, your responsibilities 
include: 


o Explaining tasks 
o Clarifying issues if necessary 
o Redirecting if the person goes astray 
5. For those who may be highly competent, but who may lack self-confidence, offer support and 
encouragement. 


Use positive reinforcement to help these people recognize their developing abilities. As a leader, 
your responsibilities include: 


o Facilitating their progress, if necessary 
o Collaborating on issues 
o Reassuring them that they are doing a good job 
6. With highly motivated and experienced employees, you delegate tasks. 


Don't just delegate work that you find unpleasant. Determine whose expertise or personal 
experience is suited to a "stretch" assignment, then give that person the freedom and support 
she needs to succeed. As a leader, your responsibilities include: 


o Affirming that the person is doing a good job 
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o Challenging her to do her best 
o Empowering her to take on new tasks and responsibilities 


Steps for formulating a vision 


1. Conduct internal research throughout the organization or talk with customers or other 
stakeholders to learn the relative importance of a problem or a new goal. 

2. Work with colleagues from various functions across the organization to get valuable information, 
input, and early support. 

3. Make sure that all crucial perspectives are represented. 


Failure to listen to a powerful group or voice can spell disaster later on: Stakeholders may be 
unwilling to support you at a critical juncture. More important, not incorporating the opinion of an 
important group may mean that your vision won't address all the relevant organizational needs. 


4. Use the results of your research to define a vision that is both realistic and focused. 


To be effective, a vision must be achievable. Even if it is ambitious, you and your stakeholders 
must be able to imagine the outcomes described actually occurring. And it needs to be focused 
enough to ensure that all stakeholders are imagining the same set of outcomes. 


5. Ask key stakeholders or trusted advisers to provide reality checks to help clarify the vision. 
6. Clearly define the vision's benefits to all involved. 


Determine the benefits not only to your unit and company, but to employees, stockholders, and 
customers as well. If people know "what's in it for them," they'll be more likely to embrace the 
vision and offer assistance when asked. 


7. Capture the vision in a few simple sentences so that it is easy to explain to others. 


This vision statement will become your most important motivational tool. It must be clear and 
specific, but not so detail-oriented that it loses its ability to inspire. 


Steps for creating forward momentum 


1. Communicate with core team members to monitor progress. 
o Hold frequent short meetings with the core team. You can establish a 15-minute time 
frame or conduct stand-up meetings to guarantee brevity. 
o Ask for brief, weekly status reports from members, and respond to them. 
o Listen for obstacles and signs of slipping morale. Be supportive and positive. 
2. Advertise progress to external parties who have an interest in your success. 
o Send memos or e-mails to key stakeholders to let them know that you are moving ahead. 
o Make frequent presentations to upper management to ensure their ongoing support. 
o Broadcast early rewards and successes to your group and/or organization. Publicly 
recognize the achievements of those who deserve credit. 
3. Deal with conflict when it arises 


Conflict is a natural response to change, and some conflict can be healthy and constructive. Use 
your communication skills to regulate the temperature of the conflict. 


o Pace the flow of information. Give the group time to digest new information and ideas. 
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o Listen. Get perspectives on the conflict from key players. Get a sense of people's tolerance 


levels so that the temperature can be turned up or down, as necessary. 

o Be objective and calm. 

o Keep talking about the issues. Don't let people change the subject. 

o Ask questions that draw issues out into the open. Force people to discuss them and to 
work out solutions. 

o If the group's temperature is already too high, withhold information you feel might cause 
an explosion. 

o If destructive conflict surfaces, try to persuade the people involved that their behavior is 
counterproductive, or enlist the help of others in resolving the conflict. Otherwise, revise 
your strategy so that it addresses or eliminates the issue. 


4. Maintain perspective. 


Throughout any stressful and complex project or initiative, it's vital that you take a step back 
every now and then -- so that you can see the broad sweep of what's happening. It often helps 
to talk through problems and issues with a close friend, spouse, mentor, or other confidant. 


Listen to voices from the front lines. Maintain connections with those in different areas and 
levels of authority so that you don't lose touch with any critical perspective. Be open and 
approachable so that people are willing to share information with you in a way that is timely and 
honest. 


Tips for establishing your credibility 


Demonstrate competence in a particular area. 
Show your willingness to work hard. 

Model the behaviors you're trying to encourage. 
Use power and influence for the benefit of others. 
Treat others consistently and fairly. 

Practice active listening. 

Keep promises and meet deadlines. 

Remain calm under pressure. 

Prepare thoroughly for meetings and presentations. 
Answer all phone calls and respond to all important e-mails promptly. 
Keep good records. 


Tips for developing your leadership skills 


Create a personal development plan that specifies the skills you would like to acquire and steps 
you will need to take in order to obtain them. 

Enroll in formal leadership development programs that are offered either through your 
organization or through an outside training company. 

Ask to be assigned to challenging projects that will provide new and unusual problems to solve. 
Get involved in a variety of assignments; don't just do the same tasks over and over again. 
Observe how others you admire approach and solve similar problems. 

Don't be afraid to take risks -- you'll probably learn more from failing once than from succeeding 
all the time. 

If possible, elect to join rotation programs in which you can be exposed to different functional 
areas of your organization. These programs can help you develop your technical, business, and 
communication skills. 
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e Find a colleague or executive who has the experience you want to gain and see if he or she would 
be willing to mentor you. 


Tips for creating an inspiring work environment 


e Articulate your vision in a manner that stresses the values of the audience you're addressing. 

e Regularly explain to your staff the importance of their work to the company's larger goals. 

e Break long-term assignments down into clear, achievable, short-term goals. 

e Demonstrate confidence in your staff's ability to overcome problems. 

e At regular intervals, take staff members aside and ask them if they feel challenged, listened to, 
and recognized. 

e When giving feedback, balance negative criticism with comments that also accentuate the 
positive. 

e Always recognize others for a job well done. Establish reward systems to acknowledge superior 
performance. 

e Celebrate every success and milestone. 

e |f possible, improve your staff's physical workspace. 


Emotional intelligence and leadership trait checklist 


The quessions below relare to characteristics of effective leaders az they map to the five emorionel intelligence 
capabilities. Use the results to determine the areas in which you might strengthen your emotional intelligence. 


The questions above adiraz: the leadership mai of Owing celaware [fou answered “wo” 0 either of here questions, yox might 
want to srengen pour emocional imalagence capability in this arca. 


Self-regulation: 
3. Ib sineations that are fll of rarmoil and confusion, do you sexy calm and level-beaded? 
4. Are you willing 10 take calculated risks? 
§, Are you confortable with a certain level of disruption sad countiet? 
6. € a2 you operate m sovircements of upcerainry, wee Fudeposts are aw? cs 
The questions above address the leadership trait: of level-hondednest end confort with ambigare:. pou osrvered “no” o avg af 
there questions, you might want? to smengthen pour emocional inseiitgence capability m mis area, 
Motivation: 
7. Whee pursing a poal, do you matoda a posinve, focused amrade, Gaspine Obstacles? 


The question above addresce: the Jeaderzhip mait of persistence. Ifyou aurwered “no” to this quezson, you might wont to srengthen 
your amocional tusitigence capability im is aroa, 


Empathy: 
5. Do you enspathize with other people's seeds, comcems, sud goats? 
9. Would staff members corfinn that you show such empaths? 


The questions above address rhe Moaderzhlp mai: of canny. if pou answered “no ™ ro any af here questions, you might wane te 
strengthen your emotional iveligesce capability in this aroa. 


Social Skill: 


11. Could you diagram for yourself your ocgarizaton’s power struchre? 


12. Cau vou articulate the comterns of vows crgauitation’s most powerful groups? 
13. Ces you ideaaff those individuals within you organization that will spport you whee ueeded? 
14. Do you koow where tò tua for the resources vou need? 


The quesnons above addres: the leadership mai: of being kumorous oud polizically astare. Ifyou ancwered “no” 20 any of heze 
questions, YOu maghr warn 10 sarenge your emrocional dnielligence capadilig i his area, 


ONH Himni Baisu School Pada All igh mered 


Worksheet for developing a vision 


http://gwiz4 .gene.com/groups/Humres/development/managementor/20 1 lmanagementor/leading_and_motivating/print_topic htm] 


57/67 


Leading and Motivating 


9/7/2016 
Worksheet for Developing a Vision 
Complete this worksheer zo create a “pietura” of the end zrase you kope to realize: whar it will look like, how tr will 
fimetion, what it will produce. Uze rhe results to mamiam a record of your vision and help zeli ir to others. 
Part I: Gather Information for the Vision 


Braimstoom a list of words that describe the end state you hope to realize: 


Develop the vision by either writing a short decenption os drawing a picture of the words you wrote above 


What information is necessary to define the vision in detail? 


Whe across the organization can provide information, input, and early sapport? What do you need to ask chem? 


Who might oppose this effort? What questions do you peed to ack chem” 


and Develop a Communications Plan 
Articulate your vision uing only a fewr sentences and/or a visual: 


Part I: Craft the Vision 


Identify your key stakebolders (supervisors, peers, colleagues, direct reposts, vendors, customers) and what they muy value 


Desenibe how you plas to cosmsmicate to each of the stakeholder grosps: 


Part III: Evaluate Your Vision č  ăěć 


5. Us che Language ued in the vissce documextatice easy to explain and saderscand? 


6. Ts de vision consistece with your organization’s overall misioa? 
T. Does the vision bive t+ potential to inspire those wao will ceed to realize 11? 
Uf sow enzwered “no” to any question, revisie the vizion amd adju! it to include shor aapect. 
© DOH Harag Sugan Scheet Palicheg AS ngon reamed 
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Worksheet for keeping people motivated 


Worksheet for Keeping People Motivated 


Complete this worksheet regwlarly so mock how motivated people teem to be and to consider how well you are using 
mvoilcble strategies to keep them motivated. Then complete the checklist below to make sure you are on track. 


Staff morale is (Up? Down? Flai? Mixed?) because: 
sdisdt 


p Saa pe a [a LAAAAAAAAsbAbsssAbAAAASAAAAAAAAALAASLLDLAAAAAAAASASAAIAAASSAAAAAAALAASLAAAALAAASAAAAAAAOOAOS 


Individuals who have been mstrumental in success to date and what motivates them: 


Reward ideas for group: 


Aspects of the “big picture” to emphasize at this point in the effort: 


Chechdist; How Well Are You Maintaining Motivation? 
L Have you offered feedback and recoguition to individuals who bive been instrumental in succestes to date? 
2 Have you communicated successes achieved so far and bow ther relate vo che big pice? 


3. Hove you celebrated caccesves and the accomplishment of major milestoces? 
4. Have you spokes receatly about the team’s soility to overcome problems? 


Š Have you spokes to team members about the importance of tbeir work aud bow & relaces the company or unit's 


6. Have you remembered ro offer special rewards for acoeremeur? 


Pyou answered “no” 19 any question, consider how you can improve or remedy me sirarion in the upcoming weeks, 


© MO Harvard Barmen: School Pabusios AN ngon marei. 


Establishing credibility and building a holding environment checklist 
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10. 


1L. 
12 


16. 
1. 
18, Do you prorect leaders who are werking withou aurbority? 
19. 
20, 


Leading and Motivating 


Establishing Credibility and Building a Holding Environment Checklist 


Use the 20 questions in the poo checklists below to evaluate how well vow are able to establish credibility and to create a 
holding emvironment. 


Checklist for Establishing Credibility 


Do you Rave, and can you demoustrare, Compenwuce iu a pamicular area? 
Do you demonstrate your willingness to work bard on a day-to-day basis? 
Do you wie wharever power and intineuce you Lave to beseft otbers? 


Do you consczously treat everyone nid whom you come in contact consistently aad fizly? 


De you foow: cu practicteg acuve listening oe a day-to-day bats? 


Do you cousisnatly meet Geacdines? 
Do you remais cake under pressure? 


De you prepare Mhoroughiy for meetugs aad preseotamons? 
Do you answer al} pbone calls and respond to all e-mails prompdly? 


Checklist for Creating a Holding Environment 


Would colleagues at any level say they bave never beard you pat awother petoun dow? 
Do you show that you will noc colerare “scapezoating,” or musapplied blame? 


13. Do you listen fzity, kindhy, amd with courtesy to che opinions of others? 
14, 


1s. 


De you respect oder people's ideas and give each ome the sme sooner of consideration, regardless of level? 
Do you go to bat for your teams to get the resources you need? 
Do you «balrer your wam fom interference and show cowage iu socking up for your people? 


Do you protect voices of dissent? 


Do you admi: k whea you make a mistake or when you don’t have the answer? 
Do yon wie every reasonable oppormimury to foster ocher’s professsogal growth? 


Ifyou answered “yer” 19 most of these questions, you ore probably doing a good fob of extablishing pour evedibility and 
building a holding environment. 

{fyou answered “no™ to any questions, pow may wam fo focus on how to improve your performonce in shat area. Ident 
how so change your behavior and practice jt unii ir becomes second nome 


© 3004 Saeed Basau School Paizag A ngin miene? 


Why Develop Others? 


” 


“At the end of the day, you bet on people, not strategies. 
Larry Bossidy 
Former CEO, AlliedSignal 


In today’s global business environment, markets and regulations change quickly. Competitors 


2 constantly innovate. Technological changes are the norm. 


In order to outmaneuver the competition and meet the demands of the moment, organizations 
must be agile. They must execute flawlessly. And they must transform themselves continuously. 


: Are your leaders ready? 


Dr. Noel M. Tichy 
Professor 


: University of Michigan Ross School of Business 


: We have now entered an era where | don’t care what industry you’re in, you need leaders who 
;: can make decisions, make judgment calls at every single level. All the way down to the interface 
_ with the customer. 
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: If you go to a company like Google or any of the high tech companies, a lot of the innovation 
that Amazon does is happening right at the front line. Go ahead, try it, put it out there, we'll 

| learn from it. That cannot happen if the senior leadership doesn't have a commitment to both 
develop the leadership capability, but develop the business through engaging people at all levels 
: of the organization. 


, Becoming a teaching organization 


| like to tell parents that they cannot delegate their responsibility to develop their children. And | 
think it is the same in an organization. Day in and day out the person that has the biggest 

; impact on people in the organization is the next level above and the associates around and 
below. And so to build a learning organization | say is not enough. Learning could be, you know 
; we are learning cooking, we are learning this or that, but teaching organizations, when | learned 
something, | have a responsibility to teach my colleagues. 


So everybody takes responsibility for generating new knowledge and it is not enough to be a 
; learner, you then have to translate it into teaching. 


| The Virtuous Teaching Cycle 

The role of a leader is to ensure that the people who work for them and around them are better 
: every day. There's only one way to make people better. It's to teach them, learn from them, 
create what | call "virtuous teaching cycles”, not command and control. 


A virtuous teaching cycle is teach learn, teach learn. And the leader has a responsibility for 
reducing the hierarchy, for having a point of view to start the discussion, but then to be 

: responsible to hear everyone's voice, get everyone involved in a disciplined way. It is not a free 
for all. But it is the leader's responsibility to create that virtuous teaching cycle. 


: A wonderful example of virtuous teaching cycle is the program that Roger Enrico ran at Pepsi, 
: where every one of the 10 vice presidents comes with a business project. 


7 Roger Enrico gets smarter as result of five days with 10 vice presidents, because he's learning 
_ from them. He needs to lower the hierarchy. He needs to be open to learning. And in turn, the 
people participating need to be energized and empowered to come up and engage in problem 
: solving. 


Another example is at Best Buy, where every morning in the stores you would bring 20 

' associates or so together and they would review the profit and loss statement from the day 

| before, what we learned from the different customer segments in our stores, what we can do to 
improve our performance this day. And they do that every single day. The store manager was 

; learning mostly from the associates on the floor. 


: That was a virtuous teaching cycle were everybody is teaching everybody, everybody is learning 
and the result has been an incredible result at Best Buy. 


7 “The growth and development of people is the highest calling of leadership.” 
_- Harvey S. Firestone 


Founder, Firestone Tire and Rubber Co 


7 There are clear advantages to leader-led development. 


: But for many leaders, taking on teaching, coaching, and other development responsibilities can 
seem daunting. You might avoid taking on these roles due to lack of time, resources, or your 
; own lack of comfort with this role. 
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: The following tips and resources can help you impart valuable learning to your team every day. 


: To develop others... 
: @ Start with a Teachable Point of View 


The first requirement of being able to develop other leaders is to have what | call a teachable 
point of view. | often give the example of, if | ran a tennis camp and you just came to day one of 
: the tennis camp, | better have a teachable point of view on how I teach tennis. So you are 
standing there looking at me and it has got four elements. One, the ideas, well how do | teach 

: the backhand, the forehand, the serve, rules of tennis. Then if | am a good tennis coach, | have a 
set of values. What are the right behaviors | want, how do | want you to dress, how do | want 

; you to behave on the tennis court. 


: But if that's all | have, what do | do? Show you a power point presentation and then expect you 
to hit 500 backhands, 500 serves, run around for eight hours. | have to have a teachable point 
| of view on emotional energy. How do | motivate you to buy in to the ideas and values? 


i On one end of the spectrum it could be | threaten you with corporal punishment, the other | can 
_ give you stock options, | can make you feel good about yourself, | can help you develop as a 
; human being, what motivates you. 


And then finally, how do | make the tough judgment calls, the yes/no, decisions as the tennis 
: coach, the ball is in, the ball is out. | don't hire consultants and set up a committee, it is yes/no. 
And the same with running a business, what are the products, services, distribution channels, 
: customer segments that are going to grow top line growth and profitability of the organization. 


What are the values that | want everyone in the organization to have, how do | emotionally 

: energize thousands of people, and then how do | make the yes/no, judgments on people and on 
business issues. So the fundamental building block of being able to develop other leaders is to 

| have that teachable point of view just like the tennis coach. 


To develop others... 
_ ¢ Lead with questions 


Questions are hugely important because you want to create dialogue and again, what | call a 

' virtuous teaching cycle where the teacher learns from the students and vice versa. Which means 
everybody ought to be free to ask whatever is on their mind, whatever it will take to get clarity: 
: and understanding, but it is not the leader just coming in and freeform asking questions. | believe į 
the leader has a responsibility for framing the discussion, for having as best they can a teachable 
; point of view, they may need help from their people in flushing it out, but they need to set the 
stage but then it has to be a very interactive, what | call virtuous teaching cycle environment, 

: teach learn, teach learn, teach learn. 


To develop others... 
_ @ Make it part of your routine 


A good example to me of an outstanding leader developing other leaders is Myrtle Potter who at 
; the time | am commenting was Chief Operating Officer of Genentech running the commercial side 
of the business. And she would take time at the end of every single meeting and do some 

: coaching of the whole team on how we could perform as a team better, and then she would 
often take individuals and say, could we spend 10 minutes over a cup of coffee, | want to give 
you some feedback and coaching on that report that you just presented on or how you are 
handling a particularly difficult human resource issue, but it was part of her regular routine. And 
_ I think the challenge for all of us as leaders is to make that a way of life and it is built into the 
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_ fabric of how we lead and it is not a one off event, three times a year. It is happening almost 
: every day. 


: To develop others... 
_ @ Make it a priority 


One of the biggest challenges in getting people kind of on this path is to overcome some of their 
own resistance, either fear or the way | view the world | don't have time for this, everybody can | 
| make time. Roger Enrico is CEO of Pepsi. He didn't have time to go off for a week at a time and 
run training sessions. He had to readjust his calendar. So it requires you to look in the mirror and 

: say, is this important. If it is important, of course | can make the time. Then | have to get over 

my own anxiety on how well | can do it, but it is a commitment to get on the path that says: 

this is how | am going to drive my own performance and the performance of my colleagues. 


: To develop others... 
e Learn to teach 


| think the biggest mistake is to assume you are going to be good at it right off the bat. It is like 
| learning anything else. First time you go out and try and play tennis, good luck. But you got to 

stay with it and you got to engage your people in helping make you better and them better. And 
: so it is a journey you need to get on, not | am going to do it perfectly when | start out. 


If you want to be a great leader who is a great teacher, it's very simple. You have got to dive 

; into the deep end of the pool. But you've got to dive into the pool with preparation. | don't want 
you drowning. | want you succeeding. It is extraordinarily rewarding for most human beings to 

: teach others. | think once you can turn that switch on, it is self perpetuating. You get a lot of 
reinforcement, your team is better. You perform better because your performance goes up and 

_ it becomes this virtuous teaching cycle. 


: Your opportunity to develop others 


: We’ve heard why developing others can drive greater business results, and how to make the 
most of your leader-led development efforts. The materials provided in Develop Others enable 
; you to create personalized learning experiences for YOUR team within the flow of their daily 
activities. Use the guides and projects to engage your team quickly. And to explore how key 

: concepts apply to them in the context of their priorities and goals. 


The value of teaching is the performance of the organization is totally dependent on making 

| your people smarter and more aligned every day as the world changes. In the 21st century we 
are not going to get by with command and control. We are going to have to get by with 

: knowledge creation. The way you create knowledge in an organization is you create these 
virtuous teaching cycles where you are teaching and learning simultaneously, responding to 

; customer demands and changes, responding to changes in the global environment. My bottom 
line is if you're not teaching, you're not leading. 


A leader’s most important role in any organization is making good judgments — well informed, wise 
decisions about people, strategy and crises that produce the desired outcomes. When a leader shows 
consistently good judgment, little else matters. When he or she shows poor judgment nothing else 
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matters. In addition to making their own good judgment calls, good leaders develop good judgment 
among their team members. 


Dr. Noel M. Tichy 
Professor, University of Michigan Ross School of Business 


Dr. Noel M. Tichy is Professor of Management and Organizations, and Director of the Global Business 
Partnership at the University of Michigan Ross School of Business. The Global Business Partnership links 
companies and students around the world to develop and engage business leaders to incorporate 
global citizenship activities, both environmental projects and human capital development, for those at 
the bottom of the pyramid. Previously, Noel was head of General Electric’s Leadership Center at 
Crotonville, where he led the transformation to action learning at GE. Between 1985 and 1987, he was 
Manager of Management Education for GE where he directed its worldwide development efforts at 
Crotonville. He currently consults widely in both the private and public sectors. He is a senior partner in 
Action Learning Associates. Noel is author of numerous books and articles, including: 


For more information about Noel Tichy, visit http://www.noeltichy.com. 


Share an Idea 


Leaders are in a unique position to recognize the ideas and tools that are most relevant and useful for 
their teams. If you only have a few minutes, consider sharing an idea or tool from this topic with your 
team or peers that is relevant and timely to their situation. 


For example, consider sending one of the three recommended ideas or tools below to your team with 
your comments or questions on how the idea or tool can be of value to your organization. By simply 
sharing the item, you can easily engage others in important conversations and activities relevant to 
your goals and priorities. 


Managing versus leading 
Tips for creating an inspiring work environment 
Worksheet for developing a vision 


To share an idea, tip, step, or tool with your comments via e-mail, select the EMAIL link in the upper 
right corner of the page that contains the idea, tip, step, or tool that you wish to share. 


Discussion 1: Using the right leadership style 


Your team members who have direct reports of their own may tend to lead and motivate their 
employees in a way that comes naturally to them and feels comfortable. This is understandable — but 
their natural leadership style won't always be the most effective approach. The best leaders recognize 
that there's no one "right" leadership style. Instead, they master a number of styles, and use different 
styles as needed depending on the situation. 


Use these resources to lead a discussion with your team about what leadership styles they gravitate 
toward and how to adapt their style to each of their employees' developmental needs. 
Download resources: 


Discussion Invitation: Using the Right Leadership Style 
Discussion Guide: Using the Right Leadership Style 
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Discussion Slides: Using the Right Leadership Style (optional) 
Tips for Preparing for and Leading the Discussion 


The discussion you have with your team will help them recognize when they're clinging to familiar 
leadership styles and know when to use a different style with a particular employee. By mastering the 
art of switching styles as needed, team members will maximize their direct reports’ performance. 


Working through this discussion guide can take up to 45 minutes. If you prefer a shorter 15- or 30- 
minute session, you may want to focus only on those concepts and activities most relevant to your 
situation. 


Discussion 2: Motivating employees to excel 


Your team members who have direct reports of their own may wonder how best to keep their people 
energized and moving on the same path toward their team's goals and vision. They may understand 
that "external" motivational tools — such as cash bonuses or fancy titles — have limitations. For 
example, such tools provide only a short-term motivational push. Team leaders who rely on external 
motivators discover they must provide them continuously, even increasing them, to keep their people 
moving forward. 


"Internal" motivational tools — such as praising employees for high-quality work, designing jobs that 
are challenging and satisfying, and providing opportunities for growth and learning — are much more 
effective. However, team leaders and supervisors may not know as much about how to use these 
tools. 


Use these resources to lead a discussion with your team about how to use internal motivational tools 
to keep their people inspired and committed to excelling on the job. 


Download resources: 


Discussion Invitation: Motivating Employees to Excel 
Discussion Guide: Motivating Employees to Excel 
Discussion Slides: Motivating Employees to Excel (optional) 
Tips for Preparing for and Leading the Discussion 


The discussion you have with your team members will help them take a closer look at internal 
motivational tools and generate ideas for using these tools to help their own teams achieve peak 
performance. 


Working through this discussion guide can take up to 45 minutes. If you prefer a shorter 15- or 30- 
minute session, you may want to focus only on those concepts and activities most relevant to your 
situation. 


Start a Group Project 


Just like any change effort, successfully incorporating new skills and behaviors into one's daily 
activities and habits takes time and effort. After reviewing or discussing the concepts in this topic, 
your direct reports will still need your support to fully apply new concepts and skills. They will need to 
overcome a variety of barriers including a lack of time, lack of confidence, and a fear of making 
mistakes. They will also need opportunities to hone their skills and break old habits. To help ensure 
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their success, you can provide safe opportunities for individuals and your team as a whole to practice 
and experiment with new skills and behaviors on the job. 


For example, to encourage the adoption of new norms, you can provide your team members with 
coaching, feedback, and additional time to complete tasks that require the use of new skills. 
Management approaches such as these will encourage team members to experiment with new skills 
until they become proficient. 


Group learning projects provide another valuable technique for accelerating team members' 
development of new behaviors. A group learning project is an on-the-job activity aimed at providing 
team members with direct experience implementing their new knowledge and skills. Through a learning 
project, team members discover how new concepts work in the context of their situation, while 
simultaneously having a direct and tangible impact on the organization. 


The documents below provide steps, tips, and a template for initiating a group learning project with 
your team, along with two project recommendations for this topic. 


Download resources: 


Tips for Initiating and Supporting a Learning Project 

Learning Project Plan Template 

Learning Project: Develop a Vision Statement with Your Team 
Learning Project: Communicate a Vision 


Motivating Employees to Go Above and Beyond 


Lauren Keller Johnson. "Motivating Employees to Go Above and Beyond." Harvard Management Update, 
August 2006. 


Download file 


Summary 


As a manager, you know that telling an employee what to do goes only so far. To get the most out of 
your workforce, you need to build engagement. Business writer Lauren Keller Johnson sat down with 
Aubrey Daniels and James Daniels, authors of Measure of a Leader: An Actionable Formula for 
Legendary Leadership, to get their advice on crafting an engaged workforce. Engagement, they point 
out, is not simply a question of working longer or harder; rather, an engaged employee is one who 
demonstrates commitment, initiative, and a holistic understanding of the company's needs. This article 
presents the Daniels brothers' seven steps for generating engagement and initiative in your 
employees. 


Employee Motivation: A Powerful New Model 


Nitin Nohria, Boris Groysberg, Linda-Eling Lee. "Employee Motivation: A Powerful New Model." Harvard 
Business Review, July 2008. 


Download file 


Summary 
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Motivating employees begins with recognizing that to do their best work, people must be in an 
environment that meets their basic emotional drives to acquire, bond, comprehend, and defend. So say 
Nohria and Groysberg, of Harvard Business School, and Lee, of the Center for Research on Corporate 
Performance. Using the results of surveys they conducted with employees at a wide range of Fortune 
500 and other companies, they developed a model for how to increase workplace motivation 
dramatically. The authors identify the organizational levers that companies and frontline managers 
have at their disposal as they try to meet workers' deep needs. Reward systems that truly value good 
performance fulfill the drive to acquire. The drive to bond is best met by a culture that promotes 
collaboration and openness. Jobs that are designed to be meaningful and challenging meet the need to 
comprehend. Processes for performance management and resource allocation that are fair, 
trustworthy, and transparent address the drive to defend. Equipped with real-world company examples, 
the authors articulate how to apply these levers in productive ways. 
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